ABSTRACT
YOUR NEXT MOVE:
PLANNING FOR CLERGY TRANSITIONS
by
Robert Alfred Kaylor
The study addressed the acute vulnerability of clergy and congregations
undergoing a pastoral transition and the lack of formal training in pastoral transition in
the Rocky Mountain Conference of the United Methodist Church. The study sought to fill
gaps in the literature concerning the identification of organizational hygiene factors in
pastoral transitions, the efficacy of transition planning on organizational hygiene factors,
and a clear definition of the breakeven point, or the point that clergy and congregations
accept as the end of transition.
The purpose of the study was to identify and evaluate the critical transition tasks
for clergy leaders and Staff-Parish Relations Committees in the Rocky Mountain
Conference of the United Methodist Church, to identify the organizational hygiene
factors that are present in pastoral transitions, to evaluate the efficacy of transition
planning on hygiene factors, and to define the breakeven point for pastoral transitions.
The study involved clergy and lay leaders in the Rocky Mountain Annual
Conference of the United Methodist Church and compared the transition experiences of
two groups, each consisting of five clergy and five Staff-Parish Relations Committee
(SPRC) chairpersons or representatives. The 2010 group consisted of clergy and SPRC
chairpersons who underwent a clergy transition without any formal training. The 2011
group consisted of clergy and SPRC members who went through a transition after

attending a researcher-designed and led workshop on pastoral transitions. The grounded
theory study used semi-structured interviews to glean data in the form of stories, feelings,
attitudes, and critical incidents during transition. The coded data yielded categories of
tasks, hygiene factors, and characteristics of the breakeven point in clergy transitions.
The study also compared the efficacy of training and transition planning on the hygiene
factors present in clergy transitions.
The study yielded a grounded theory concerning the importance of early wins as a
key hygiene factor contributing to satisfaction in clergy transitions. Transition planning,
including the use of a transition team, contributes to the identification of potential early
wins, and the execution of early wins leads pastors and congregations to reach the
breakeven point more quickly. The study also identified predecessor issues as a key
hygiene factor contributing to dissatisfaction in clergy transitions.
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CHAPTER 1
PROBLEM
Introduction
Each winter and spring, a large number of United Methodist clergy receive phone
calls from their district superintendents telling them that they will soon move to new
pastoral appointments. Whether the pastor, the church, or the conference initiated the
appointment changes, United Methodist clergy usually have only a short window of time
to prepare for transition from one place of ministry to another. Once the introduction
occurs between the pastor and the Staff-Parish Relations Committee of the receiving
church, the process of leaving one church and entering another begins.
United Methodist elders recognize that a commitment to itinerancy comprises an
essential part of their ordination vows, and most clergy will make several moves over the
course of their ministry. While the bishop and district superintendents participate in the
initial appointment process, the clergyperson alone manages the move from one church to
another. Many clergy receive no formal training or coaching from their judicatories in the
critical task of effectively planning for and managing these transitions.
In his book The First 90 Days: Critical Success Strategies for New Leaders At All
Levels, Harvard Business School professor Michael Watkins argues that the first ninety
days in a new leadership position will largely determine whether the new leader will
succeed or fail in that setting. The first ninety days is a period of acute vulnerability for a
new leader because he or she lacks an understanding of the organizational culture, the
working relationships of the people within the culture, and the organizational
expectations of the new leader’s role (1). Failure to build momentum during those critical
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first three months can result in an uphill battle for a new leader. Ira M. Levin’s research
supports Watkins by revealing that more than 40 percent of new leaders fail within the
first eighteen months of entering a new leadership role (61). The failures connect to
errors committed by the leaders in the first ninety to one hundred days of a transition and
include missteps such as acting too quickly with limited information, failing to build key
relationships and credibility with stakeholders, and not securing the few early successes
that can lay the foundation for future success. The cost of failure can equal twenty-four
times the leader’s base compensation, which includes the recruitment and selection of the
new leader, the cost of replacing the role incumbent, and the time required for a new
leader to become highly productive in a new role (57).
If the cost of replacing a business professional equates to roughly twenty-four
times the professional’s annual salary, then the cost of replacing a pastor may prove
higher in terms of the potential long-term impact on a church. Carolyn Weese and J.
Russell Crabtree estimate that worship attendance typically drops by 15 percent when an
effective pastor departs and that financial giving also drops 15 percent at the point of the
change in pastors (30). If the church or the incoming pastor handles the transition poorly,
the cost could prove devastating—not only in terms of attendance and dollars but in the
low morale and potential attrition of staff and lay leadership.
A healthy transition, by contrast, “enables a church to move forward into the next
phase of its external and internal development with a new leader appropriate to those
developmental tasks, and with a minimum of spiritual, programmatic, material, and
people losses during the transition” (Weese and Crabtree 41). United Methodist churches
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must develop a process that provides the best possible opportunity for a new pastor and
congregation to make a successful leadership transition.
Intentional planning and execution of a transition plan can provide a blueprint for
new leaders that will accelerate their learning process and bring both the leader and the
organization to what Watkins calls the breakeven point or “the point at which new leaders
have contributed as much value to their new organizations as they have consumed from
it” (First 90 Days 2). When a newly appointed pastor and congregation have each learned
enough about one another, the church’s organizational culture, and the cultural context of
the community, they can begin to engage in the process of visioning, organizational
change, and transformation together. The more quickly and efficiently both leader and
organization can reach this breakeven point, the more quickly the leader and the
organization can begin to work together to solve problems and exploit opportunities.
The issue of transition became important to me in 2010 when I moved to a new
pastoral appointment away from a resort community church in Park City, Utah, where I
spent seven fruitful years, to another growing congregation in the suburban community of
Monument, Colorado, some five hundred miles away. Since no formal—or even
informal—training existed for pastoral transitions in the Rocky Mountain Conference of
the United Methodist Church, I turned to a variety of books and publications that were
ostensibly focused on clergy transition. While several resources focused on the dynamics
and tasks of change, none focused on intentional transition planning for the first ninety
days of a new pastoral appointment as a means of expediting organizational learning and
beginning the process of visioning and change. Only one book, by United Methodist
Bishop Michael J. Coyner, focused on United Methodist clergy transitions in particular.
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Most of the resources on clergy transition called for a longer start-up timeline
than Watkins. Roy M. Oswald, for example, recommends that new clergy initiate no new
changes for at least the first six months, and then only slowly (New Beginnings 37).
Edward B. Bratcher, Robert Kemper, and Douglas Scott suggest that new pastors refrain
from making changes for at least a full year (81). These approaches, while containing
some classic wisdom, fail to take into account the fact that often United Methodist clergy
are appointed to congregations for the specific purpose of leading change in the church
and bringing new energy and vision to the system. Some, such as Kennon L. Callahan,
suggest that the best chance for new pastors to make some advances and improvements
happens in the early days of a transition, especially within the first three months (85). An
intentional and expedited transition plan can establish momentum for change much
earlier and take advantage of the new energy for change in both pastor and congregation.
Watkins’ ninety-day transition window and his list of ten key transition tasks
influenced my thinking about transition planning. At my introduction in March 2010, I
shared a draft of a written transition with the Staff-Parish Relations Committee at TriLakes United Methodist Church. Though the Watkins book influenced my planning, I
also recognized that Watkins’ plan required multiple adaptations and modifications for a
church setting. For example, United Methodist pastors and churches really begin their
transitions as soon as the bishop announces the new pastoral appointment, often months
before the actual start date. The church and incoming pastor must manage departures well
as a precursor to a new beginning. William Bridges asserts that a transition starts with an
ending:
The failure to identify and get ready for endings and losses is the largest
difficulty for people in transition. And the failure to provide help with
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endings and losses leads to more problems for organizations in transition
than anything else. (249)
Bridges’ statement appears to carry even more weight in a system where outgoing and
incoming pastoral leaders remain bound in a clergy covenant with one another and work
under the same annual conference judicatory. A plan outlining the way a pastor and
congregation take leave of one another seemed to me as important as a plan for entering a
new congregation. Taking Bridges’ advice, I spent the last four months of my tenure in
Park City preparing documents for my successors and preparing the congregation for my
departure and their arrival.
As the Staff-Parish Relations Committee of Tri-Lakes United Methodist Church
and I worked through the transition plan, I began to wonder how a similar transition
planning model—incorporating Watkins’ model but with significant modifications—
would enable other clergy to transition more effectively and efficiently into new pastoral
appointments. At the end of the first six months of my own appointment, for example, the
church had seen a 10 percent increase in attendance, and the fall 2010 stewardship
campaign saw the congregation pledge more than a 25 percent increase in their financial
commitments to the church for 2011. I believe that a good transition plan contributed
significantly to the success of the transition as indicated by these metrics.
While the metrics of worship attendance and financial giving provided an early
indication of success, other more psychologically based factors also seemed to contribute
to my own feelings of satisfaction, such as the positive attitude of many people in the
congregation toward me as their new pastor, even though the retiring pastor had been
there eleven years and was popular. The church staff responded well to the transition and
demonstrated a new energy for their work. The qualitative changes in the attitude of the
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church staff, lay leadership, and members of the congregation emerged as vital measures
of the transition’s success.
Frederick Herzberg, Bernard Mauser, and Barbara Bloch Snyderman studied the
measurement of attitude and motivation as a critical factor in the quality of work. Their
seminal 1959 study in which they asked the basic research question, “What do people
want from their jobs?” (113). Based on their research, Herzberg, Mauser, and Snyderman
posited several key hygiene or environmental factors that contribute to the favorable
attitudes of people in the workplace. Hygiene factors function analogously to medical
hygiene, operating to remove potential health hazards from a person’s environment.
Hygiene, in this sense, operates as a preventive measure and not a curative one. An
organization operates as a system, much like the human body, and must engage in certain
hygienic practices in order to provide a healthy environment for their members to live,
grow, and thrive (113).
Herzberg, Mauser, and Snyderman identify several organizational hygiene factors
that, when present, contribute to job satisfaction in individuals and, consequently, quality
productivity for the organization. The top five hygiene factors in the workplace included
achievement, recognition, the nature of the work itself, responsibility, and the possibility
of advancement (60). Salary—the only quantitative factor—ranked sixth in importance.
The question of hygiene factors seems relevant to pastors and congregations as
well, particularly in the midst of transition. The presence of certain hygiene factors
contributes to the incoming pastor’s feelings of satisfaction in taking leadership in the
new church. The church’s members and lay leadership naturally feel some anxiety in the
midst of pastoral transition; thus, additional hygiene factors might also contribute to their
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satisfaction with the transition, the new pastor, and the church’s new situation. Hygiene
factors in a pastoral transition can contribute to positive feelings, attitudes, and
perceptions about the transition—feelings, attitudes, and perceptions that can provide a
sense of momentum and movement toward change and growth in both the pastor and the
congregation. My study aimed at identifying the particular hygiene factors that contribute
to a positive transition process and how those hygiene factors help to define Watkins’
breakeven point more clearly for pastors and congregations in transition.
Effective, intentional, and change-oriented pastoral transitions can strengthen both
local churches and the annual conference in their mission of making twenty-first century
disciples of Jesus Christ. This study aimed at discovering the critical transition tasks
clergy and congregations executed in the first months of a new pastoral appointment and
identified the organizational hygiene factors that result from effective transition planning,
further defining what the breakeven point looks like for clergy transitions. The study
aimed at providing data that will increase what I have termed the transition intelligence
of clergy who are moving into new pastoral appointments and of the congregations who
will receive them.
Purpose
The purpose of the study was to identify and evaluate the critical transition tasks
for clergy leaders and Staff-Parish Relations Committees in the Rocky Mountain
Conference of the United Methodist Church, to identify the organizational hygiene
factors that are present in pastoral transitions, to evaluate the efficacy of transition
planning on hygiene factors, and to define the breakeven point for pastoral transitions.
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Research Questions
The following four questions will help to evaluate the research project.
Research Question #1
What critical tasks must new clergy leaders and SPRC committees execute in a
new pastoral appointment?
Research Question #2
What organizational hygiene factors contribute to both the positive and negative
attitudes of clergy and congregations in the midst of pastoral transition?
Research Question #3
What effects do transition plans have on organizational hygiene?
Research Question #4
What do clergy and congregations accept as the definition of the breakeven point
for pastoral transitions?
Definition of Terms
The following words are used as defined throughout the project.
Breakeven Point
Watkins defines the breakeven point as “the point at which new leaders have
contributed as much value to their new organizations as they have consumed from it”
(First 90 Days 2). For the purpose of this study, a newly appointed pastor and
congregation reach the breakeven point when they have each learned enough about one
another, the church’s organizational culture, and the cultural context of the community
that they can together begin to engage in the process of casting vision and transforming
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the organization. The breakeven point signifies the end of the transition, and the pastor
and congregation enter their new future together.
Organizational Hygiene
Herzberg, Mauser, and Synderman define organizational hygiene factors as those
“factors related to [workers’] tasks, to events that indicated to them that they were
successful in the performance of their work, and to the possibility of professional growth”
(113). Improvements in organizational hygiene thus serve to remove barriers that degrade
positive job attitudes. For the purpose of this study, organizational hygiene refers to the
factors related to the tasks and events included in planning for pastoral transitions and
how the execution of these tasks indicated to both the incoming pastor and the
congregation that they succeeded in the performance of the transition process.
Pastoral or Clergy Transition
For the purpose of this study, pastoral or clergy transition refers to the
appointment of a United Methodist pastor from one church to another. A pastor, bishop,
or a congregation may initiate the process of a pastoral transition, but bishops grant final
approval of all pastoral appointments in their annual conferences.
Staff-Parish Relations Committee
For the purpose of this study, Staff-Parish Relations Committee (SPRC) refers to
the personnel committee of a local United Methodist church. The committee manages the
transition of appointed clergy in conjunction with the district superintendent and the
incoming pastor.
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Ministry Intervention
In my study of clergy transition planning in the Rocky Mountain Conference
(RMC), I selected a qualitative grounded theory design, using a theoretical, nonprobability sampling of two groups of RMC clergy and SPRC chairpersons or
representatives. The 2010 group consisted of five transitioning clergy in five different
churches, represented by the SPRC chairperson or representative, who received these
new clergy on 1 July 2010. Only four SPRC chairpersons responded to a request for an
interview. The 2010 group received no formal training on pastoral transition prior to the
beginning of the new pastoral appointment. The 2011 group consisted of five
transitioning clergy in five different churches, represented by the SPRC chairpersons or
committee representatives, who received these new clergy on 1 July 2011. Only four
SPRC chairpersons responded to a request for an interview. The 2011 group participated
in one of the researcher-designed and led workshops on transition planning, which took
place on 14 May 2011 at St. Andrew United Methodist Church in Highlands Ranch,
Colorado, and on 16 June 2011 at Hope United Methodist Church in Greenwood Village,
Colorado. Transitioning clergy and SPRC chairpersons created a transition plan together
based on a set of proposed transition tasks outlined in the workshop. The participants
then executed their plans during the first ninety to one hundred days of the new
appointments, which began on 1 July 2011. I formulated the two groups in order to
provide comparative data between those who had undergone formal training on pastoral
transition and those who had not. I designed the comparative model to determine whether
or not formal training in transition planning had any effect on organizational hygiene
during pastoral transitions.
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I conducted one-on-one personal interviews with the sample clergy and SPRC
chairpersons in both groups using a semi-structured interview protocol consisting of ten
questions. The eighteen interviews gleaned qualitative data that I analyzed using critical
incident technique. The data revealed several critical transition tasks and hygiene factors
necessary for both the transitioning pastor and the congregation. The data also revealed
the effects of transition planning on those hygiene factors and the characteristics of the
breakeven point in pastoral transitions.
Context
The RMC is one of several conferences in the United Methodist Church that
report a slow decline in church membership. In 2008, for example, the United Methodist
Church saw a 1.01 percent decrease in membership, while worship attendance declined
by 1.83 percent (Gilbert). The metrics indicate the need for change, along with a fresh
vision and approach to ministry. Attention to key transition tasks and transition
intelligence may enable the conference leadership to focus strategic clergy appointments
toward the churches that have the most capacity for change and growth.
The RMC covers all of Colorado and Utah and most of Wyoming. The
conference’s diverse social, economic, and geographic region includes major cities such
as Denver and Salt Lake City, as well as some of the most remote small towns in the
American West. Clergy may serve in rural farming towns on the eastern plains of
Colorado and then move to an urban, suburban, or mountain resort town in their next
appointment. The wide diversity in settings requires clergy in transition to learn their new
ministry contexts quickly.
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The participants in the study consisted of clergy and SPRC chairpersons or
representatives within the RMC who underwent a pastoral transition in 2010 or 2011. The
circumstances surrounding the initiation of a new pastoral appointment varied from
pastor to pastor and church to church. The participant sample accurately represented the
clergy and churches of the RMC.
Methodology
My study focused on the critical transition period for newly appointed pastors and
congregations in the Rocky Mountain Conference of the United Methodist Church. The
purpose of the study was to identify and evaluate the critical transition tasks for clergy
leaders and Staff-Parish Relations Committees in the RMC in the midst of new pastoral
appointments, to identify the organizational hygiene factors present in the midst of
transition, to determine what effect transition planning had on organizational hygiene
during pastoral transition, and to define the breakeven point for pastoral transitions.
The study used a qualitative, grounded theory design with a theoretical, nonprobability sampling of two groups of transitioning clergy and SPRC chairpersons of the
churches to which the transitioning clergy received a new pastoral appointment. The
2010 group received no formal training in pastoral transitions prior to beginning a new
pastoral appointment in 2010. The 2011 group participated in a researcher-designed and
led workshop on pastoral transitions on 14 May or 16 June 2011, and began new pastoral
appointments on 1 July 2011. The 2011 group did not previously participate in any
formal training on clergy transition. I conducted one-on-one interviews with participants
by using a semi-structured interview protocol. I evaluated the interview data using critical
incident technique.
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Participants
The 2010 group consisted of nine persons: five clergy and four SPRC
chairpersons or representatives who underwent a pastoral transition in 2010. I selected
the five clergy in the 2010 group from the entire pool of RMC clergy who transitioned to
new pastoral appointments in 2010. I sent an invitation to participate in the study to every
clergy in the eligible pool via e-mail, using a list found on the appointment section of the
RMC Web site. I selected the five clergy participants in the 2010 group from among
those in the eligible pool who responded positively to my invitation. The five clergy
participants provided me with the name and contact information of the SPRC chairperson
of the church to which they had been appointed in 2010. I then contacted the SPRC
chairperson via e-mail and invited him or her, or another representative of the committee,
to participate in the study. Four of the SPRC chairpersons responded to this request for an
interview. Each selected participant received a confirmation e-mail from me along with a
covenant of participation.
The 2011 group consisted of nine persons: five clergy and four SPRC
chairpersons or representatives who participated in one of the researcher-designed and
led workshops on clergy transition, which took place on 14 May 2011 at St. Andrew
United Methodist Church in Highlands Ranch, Colorado, and 16 June 2011 at Hope
United Methodist Church in Greenwood Village, Colorado. At the conclusion of each
workshop, I invited everyone in attendance to participate in the study. Of those who
responded positively, I selected the five clergy participants for the 2011 group. The
clergy each provided the name and contact information of the SPRC chairperson of their
churches. Four of the SPRC chairpersons responded to my request for interviews. The
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selected participants received a confirmation e-mail and a letter of informed consent prior
to their scheduled interviews.
Instrumentation
The instrumentation for the study consisted of one-on-one interviews with a
theoretical non-probability sample of participants as outlined above. I constructed ten
interview questions using an emerging design, semi-structured interview protocol. I
recorded each interview using a digital audio recorder.
Variables
The independent variables included the selected participants for the 2010 and
2011 groups and the presence or absence of transition plans in the participants’ pastoral
transitions.
The dependent variables included the transition tasks clergy and congregations
actually executed in the midst of pastoral transition, and their experience of transition as
measured by the interview questions.
The intervening variables comprised the nature of the participants’ varying
circumstances that led to the initiation of pastoral transition. These variables included the
voluntary or involuntary initiation of the transition, the pastor’s family circumstances, the
congregation’s emotional state, the preceding pastor’s role, and how the pastor and
congregation managed their departures from the previous pastoral appointment.
Data Collection
I used an emerging design, semi-structured interview protocol with each
participant. The interviews took place in person at the local church of each pastor and
SPRC chairperson in the study. I interviewed each pastor and the SPRC chairperson or
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committee member separately. I recorded the interviews via a digital audio recorder, and
each interview lasted no longer than one hour.
Data Analysis
The study utilized critical incident technique to analyze the data from the
interviews. I coded the participants’ recollections of events, incidents, and observations
into core categories in order to determine the most critical transition tasks, hygiene
factors, efficacy of transition planning on hygiene factors, and characteristics of the
breakeven point for clergy transitions.
Generalizability
The clergy of the RMC share much with their colleagues around the country in
terms of itinerancy and appointment transitions. An intentional and comprehensive study
on the effects of transition planning will enable clergy and congregations around the
country to manage the departure of an outgoing pastor effectively and plan the transition
of a new pastor in ways that lead the new pastor and congregation to learn about one
another, work together, and focus on their future together more quickly and efficiently.
Theological Foundation
The transition from one leader to another is a recurring theme throughout the
entire Bible. Moses, for example, groomed Joshua to be his successor over a period of
years, culminating in Moses’ charge to “be strong and bold, for you are the one who will
go with this people into the land that the Lord has sworn to their ancestors to give them”
(Deut. 31:7, NRSV). The prophet Elijah anointed Elisha as his successor, leaving the
prophet’s mantle behind for Elisha to carry forward (2 Kings 2:4-8). The kings of Israel
and Judah struggled with succession issues, with one generation often overthrowing the
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previous one either by violent coup or, as in the case of Hezekiah and Josiah, by
overturning their fathers’ apostasy through wide-ranging religious reform (2 Kings 18:120:21; 22:1-23:30). These few examples from the Old Testament indicate that transitions
in leadership most often occurred as the result of a kind of apprentice-master relationship
where the apprentice was groomed—either intentionally or unintentionally—as the
master’s replacement. Jesus would groom his disciples in a similar manner, telling them
that they would do even greater things than he had done (John 12:12-14). Jesus
commissioned the disciples to do and teach what he had commanded trained them make
more disciples (Matt. 28:18-20).
United Methodist clergy transitioning into leadership in new pastoral
appointments rarely have the opportunity for significant discussion with their
predecessors, let alone the ability to engage in a period of apprenticeship. The outgoing
pastor may conscientiously leave behind a list of some basic information about office
procedures, upcoming events, parishioners needing special care, and perhaps a cursory
discussion about the church and the predecessor’s history with it. Often, however, the
incoming pastor arrives having received minimal information about the new
congregation. If the predecessor’s history with the congregation ended badly, he or she
may express only negativity. The district superintendent often has had little exposure to
the congregation and, because he or she needs to make this appointment within a chain of
other appointments, the superintendent can intentionally or unintentionally paint for the
new pastor a less than accurate picture of the congregation’s strengths and weaknesses.
United Methodist clergy thus have to think less about their new pastoral
appointments as a succession of clergy (though that is still an issue in pastoral transition).
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Pastors may instead understand their new appointment in terms of timing—specifically,
God’s timing. Given the frequency of moves in the appointment system, United
Methodist clergy can begin to view their leadership tenure as a new period in the
congregation’s history, rather than the mere continuation of the predecessor’s ministry.
As Martin F. Saarinen asserts, congregations go through periods of birth, growth,
maturity, decline, and even death (5). United Methodist clergy come and go within this
cycle, and clergy can view their unique gifts and call to ministry within the context of a
particular time in the congregation’s life. To borrow the famous line from the book of
Esther, United Methodist clergy moving into a new appointment might be able to hear
Mordecai’s advice: “Who knows? Perhaps you have come [to lead this church] for just
such a time as this” (Esth. 4:14). Clergy transitioning into a new church must thus
continually focus on their place and role within the church’s current situation and life
cycle.
The biblical concept of kairoς—defined as God’s s perfect timing or the critical
and decisive point at which God acts—expresses a concept upon which newly appointed
clergy must meditate in the midst of transition, particularly in the early weeks and months
of ministry in a new setting. While kronoς time refers to calendar days and the ticking of
the clock, kairoς offers the new leader a divine view of time and God’s timing. In
Romans 13:11, Paul uses the word kairoς eschatalogically when he reminds the
believers in Rome, “You know what time [kairoς] it is.” The day of the eschaton would
be soon; thus, Paul urges them to live in the present as if that day had already occurred
(Rom. 13:13). Similarly, Paul exhorts the Ephesians to live with the eschaton in mind,
“making the most of the time because the [present] days are evil” (Eph. 5:16). Kairoς
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time—God’s fateful and appointed time—gives a sense of urgency to kronoς, or
chronological time.
Scripture witnesses to God’s impeccable timing, even if people do not always
understand that timing as they labor under the ticking clock of kronoς time. The writer of
Ecclesiastes expresses the fact that times and seasons exist for “every matter under
heaven” (Eccles. 3:1). The story of salvation history moves along because God does
things at the right time, though not always at the time that humanity expects. Abraham
and Sarah found themselves far beyond childbearing years when God finally gave them a
son. Israel groaned in slavery for generations until God called Moses to lead them out of
Egypt. The psalmists cried out, “How long, O Lord?” when faced with the threat of
surrounding enemies (Ps. 13:1; 35:17). The announcement of the conception of Jesus
would certainly have come earlier to Mary than she might have liked, while for Simeon
the dedication of the Messiah Jesus in the Temple might have seemed almost too late
(Luke 1:26-38; 2:25-35). John the Baptizer spent years in the desert baptizing, preaching,
and waiting for the Messiah until the day that Jesus stepped into the water (Mark 4:1-8).
God’s timing can often seem untimely to God’s people, but the Bible reveals that
everything God does happens at the right time. As Christians find their stories within the
story of salvation history, their own times and seasons come into sharper focus through
the lens of God’s appointed timing, despite the plans they might have scheduled for
themselves.
United Methodist clergy entering into a new appointment might frame their
thinking and transition planning around the idea that they have come to a particular
church according to God’s timing, even if the initial circumstances of the appointment
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might lead them to believe otherwise. If God has already worked in the life of this church
throughout its history—even if the evidence appears on the surface to be scant—then
newly appointed clergy would do well to recognize that a divine reason exists to explain
why he or she and this church have been thrust together for a season. The first ninety
days provide an opportunity for the new pastor to learn where God has been at work and
how his or her gifts and skills can align with God’s vision for both the church and its
surrounding community.
In addition to knowing the times and seasons of the church’s life and knowing
how the new pastor’s gifts and graces align with this particular time in the church’s
history, another theological consideration in pastoral transition concerns the missiological
lens through which the new pastor views the congregation’s indigenous culture, norms,
symbols, and relational style. While each pastor arrives at a new church with a particular
personality type, leadership style preference, and theological worldview, the pastor must
also begin to understand how the congregation will view his or her leadership through
their own cultural lenses. The pastor must thus think like a missionary going into a
foreign culture in order to understand the unique context of the church and its
surrounding community.
Translating the message of the kingdom for people in a specific social context
first requires an understanding of the culture of both the church and the community. The
apostle Paul reminded the Corinthian church that he had adapted his approach to
leadership and evangelistic styles to the indigenous cultures of the churches he planted
and encouraged in various locations around the first century Roman world. Acting
essentially like a new pastor, Paul saw himself as a “slave to all,” approaching each city
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and religious culture as a servant leader with an agenda to win as many as possible to
Christ (1 Cor. 9:19). Paul’s own unique standing as both a Jew and a Roman citizen
enabled him to connect with both Jews and Gentiles. He wrote, “I have become all things
to all people, that I might by all means save some” (1 Cor. 9:22). Paul had learned to
listen, adapt, and adjust to the cultural language of those he was trying to reach. Clergy
entering new churches enter into new social contexts as well, and the early days of
transition offer an especially rich opportunity to begin to learn how one’s own unique
giftedness, experiences, and cultural background might win people to Christ along with a
congregation’s buy-in for their leadership.
The unique nature of the United Methodist itinerancy as an appointment system,
rather than a call system, also adheres to the biblical concept of sending or appointment
to a particular field of ministry. Two biblical stories stand out as examples of the kinds of
appointments to which God sends God’s itinerant messengers: Jonah and his difficult
appointment to ministry in Nineveh (Jon. 1-3) and the seventy disciples whom Jesus sent
on an itinerant mission to bring the good news of the kingdom “to every town and place
where he himself intended to go” (Luke 10:1).
The Jonah story expresses the tension of arriving at a ministry setting where no
prophet or pastor would have wanted to go. God calls Jonah to the hostile appointment at
Nineveh, Israel’s bitter enemy, while Jonah pines for the peaceful paradise of Tarshish,
which lies completely in the other direction (Jon. 1:1-3). In Under the Unpredictable
Plant, Eugene H. Peterson points out that pastors can often come to see their ministry as a
career with churches becoming stepping stones on the pathway to success—but not
success as defined by obedience to God:
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We respond to the divine initiative, but we humbly request to choose the
destination. We are going to be pastors, but not in Nineveh for heaven’s
sake. Let’s try Tarshish. In Tarshish we can have a religious career
without having to deal with God. (16)
In reality, many congregations feel more like Nineveh than Tarshish, “a site for hard
work without a great deal of hope for success, at least as success is measured on the
charts” (16). United Methodist clergy sometimes find themselves in Nineveh, and must
learn to rely on God’s power and provision for the task of transforming the city while
God transforms the pastor as well.
Luke 10:1-12, which describes Jesus’ sending forth of the seventy or seventy-two,
would seem to most mirror the kind of sending to a specific place, time, and type of
ministry that United Methodist clergy experience in the appointment process. Jesus
appointed seventy others and sent them to the towns of Judea as laborers for the plentiful
harvest of people for God’s kingdom (Luke 10:1-2). Churches may appear as emotionally
dysfunctional wolves that can attack clergy who fail to prepare for the difficult tasks of
leadership and change (Luke 10:3). The itinerant system has often expected clergy to be
ready to travel light, leaving behind the stores of good will and experience with one
church in order to move quickly to a new setting. Such a call leaves little time for
dallying or reflecting along the way (Luke 10:4). Clergy enter a new house of worship
and church community announcing the peace of Christ. Some will greet this
announcement with excitement, while others will greet the new pastor’s arrival with
reactive anxiety about the change of leadership (Luke 10:6). Clergy are called to remain
with their congregations until the bishop releases them, receiving what the congregation
provides even if that requires a lower salary than he or she received from the previous
appointment (Luke 10:7). Clergy are charged to be fully present to their congregations
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and not merely see them as steppingstones to a different or more lucrative church house
(Luke 10:7). The ministry of the itinerant pastor has not changed much since Jesus sent
out the seventy—engaging in fellowship (Luke 10:7), offering healing to the sick in body
and soul (Luke 10:8), and announcing the kingdom of God (Luke 10:9). Sometimes, too,
Jesus calls pastors announce God’s judgment in places where evil and injustice seem to
be the norm (Luke 10:10-12).
From the congregational side, the story of the sending of the seventy reminds
Christians that welcoming the stranger often equates to welcoming God. Jesus sent the
seventy ahead of him “to every town and place where he himself intended to go” (Luke
10:1), where they were to represent Jesus and his message that “the kingdom of God has
come near to you” (Luke 10:9). Those who listened to the disciples’ message effectively
listened to Jesus and, by extension, listened to God (Luke 10:16). In the same way, in
Luke 9:48, Jesus made clear that the one who welcomes him welcomes God.
The Scriptures reveal that God often comes as a stranger. God appeared to
Abraham at the oaks of Mamre in the guise of three strangers who, after Abraham had
provided them with hospitality, brought him the miraculous news that he and Sarah
would have a son in their old age (Gen. 18:1-15). God appeared as a nighttime visitor to
Jacob, and the patriarch wrestled with God until dawn, when God granted him a blessing
(Gen. 32:22-32). The risen Jesus would appear to Cleopas and his companion on the road
to Emmaus, coming to them as a stranger falling into step with them along way. When
Cleopas and his companion offered hospitality to Jesus, the stranger, they recognized him
“in the breaking of the bread” (Luke 24:35). The writer of Hebrews offers advice to the
early Christian community based on the divine tendency of God to come as a stranger:
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“Do not neglect to show hospitality to strangers, for by doing that some have entertained
angels without knowing it” (Heb. 13:2). If a new pastor obeys the call of God to move to
a new appointment, the receiving congregation should treat the new stranger and his or
her family with the kind of hospitality that is worthy of the one who sent them. How a
congregation welcomes a new pastor (and bids farewell to the previous one) reveals the
congregation’s understanding of hospitality.
United Methodist clergy have a long heritage of moving to new appointments in
what they pray will be the right place at the right time—God’s time. Conversely, United
Methodist congregations have a long heritage of welcoming new clergy into their midst.
Managing transitions well, particularly in the early months at a new appointment, can
enable the clergy and the congregation to begin working at a larger harvest of people for
the kingdom.
Overview
Chapter 2 reviews literature associated with clergy leadership transitions, the
hygiene factors associated with transitions, and biblical and theological views of
leadership transitions in ministry. Chapter 3 presents the methodology for the study.
Chapter 4 reports the findings of the study. Chapter 5 provides an analysis of the results
and a discussion of the study as a whole.
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CHAPTER 2
LITERATURE
Introduction
The study addressed the need for intentional transition planning for United
Methodist clergy and congregations undergoing pastoral transition. The study’s purpose
was to identify and evaluate the critical transition tasks for clergy leaders and Staff-Parish
Relations Committees in the Rocky Mountain Conference of the United Methodist
Church in the midst of new pastoral appointments, to identify the most important
organizational hygiene factors in the midst of transition, and to define the breakeven
point for pastoral transitions.
Theological Framework
The theological framework of the study centered on the biblical precedence of
Jesus sending disciples to a particular location of ministry. The United Methodist
itinerant and connectional appointment system reflects the sending paradigm, rather than
the individually perceived call process of many congregational church systems. The sent
pastor in a connectional system responds to the purpose and timing of God, as initiated
through the prayerful consideration of judicatory officials, while also relying on the
hospitality of a new congregation and community.
The key biblical text most relevant to the study concerns the preparation of
itinerant messengers, the hospitality of those who receive them, and the ways in which a
missiological approach enables the new clergy leader to assess the new church and
community. The primary text of Luke 10:1-12 provides the basic theological framework
for the study.
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The Sending of the Seventy (Luke 10:1-12)
The sending of the seventy in Luke provides what is perhaps the most biblically
relevant parallel to the itinerant ministry of an ordained United Methodist elder. Jesus
appointed and sent seventy others in pairs to “every town and place he himself intended
to go” (Luke 10:1). The identity of the seventy as others may refer to several contextual
possibilities. Luke seems to imply that the seventy did not include the twelve that Jesus
sent earlier (Luke 9:1-6), but Luke may have also intended the mission of the seventy as a
simple contrast to the would-be disciples in Luke 9:57-62. The followership of the
hedging disciples in that pericope depended upon first having their own affairs in order.
The contrast with the twelve, however, seems most likely, particularly when viewed in
light of the misuse of power that James and John proposed in the wake of the mission of
the twelve. This misuse of power involved asking Jesus for permission to call down fire
to destroy a Samaritan village that did not receive them (9:51-56). Robert C. Tannehill
asserts, “This could well have triggered drastic change of mission personnel. Jesus
aborted the former mission and started anew by immediately sending out another
seventy” (170). Jesus intended the seventy to bring peace and not final judgment.
Like United Methodist clergy, the seventy travel to their places of ministry with
specific tasks. The mission of the seventy involved engaging in table fellowship, healing
the sick, and announcing the kingdom of God. United Methodist elders reflect a similar
charge in their ordination to Word, order, and sacrament. The commissioning of the
seventy provides a wealth of reflection and discussion of the meaning of being sent to a
new place of ministry, as well as the personal, corporate, and eschatological ramifications
for both the ones whom Jesus sends and the ones who receive them.
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The mission of the twelve in Luke 9:1-6 appears to impose more geographical
limitations than that of the seventy in Luke 10:1-12. Fred B. Craddock suggests that the
villages mentioned in the sending of the twelve were within the territory of Judaism, but
he also maintains that Luke does not explicitly say so (122). The seventy, however, seem
to have a broader geographical mission field. R. Alan Culpepper offers two possible
explanations for the specific naming of seventy appointees. First, it may refer to the
seventy nations of Genesis 10 (the Septuagint lists seventy-two), which were the nations
populated through the progeny of Noah’s sons. This interpretation implies that the
seventy nations represent, in at least a symbolic sense, all the nations of the world.
Secondly, the number seventy may be a reference to the seventy elders whom Moses
appointed to help him (Exod. 24:1). Culpepper suggests that Luke 10:1 most likely
alludes to the seventy nations in Genesis 10 because “the commissioning foreshadows the
mission of the church to the nations” (219). The seventy itinerated to towns and cities that
represented the diverse cultural, economic, and religious context of the whole world—an
itinerancy of disciples that continues to this day in advance of the risen Jesus’ coming in
the eschaton.
Itinerant ministry has its roots in the ministry of Jesus and his commissioned
followers, and Methodism has long understood itself to be an itinerant Christian
movement that echoes Jesus’ own strategy for broadcasting the message of the kingdom
of God to a wide range of places and people groups. From the time of Wesley, Coke, and
Asbury, Methodist preachers have always understood that itinerancy places the priority
on the good of the message rather than on the comfort of the messenger. Those ordained
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to itinerant ministry follow Wesley’s vision of the world being their parish, rather than
understanding the parish to be their world.
The conditions and instructions Jesus gives to the seventy thus paradigmatically
apply to United Methodist clergy, who engage in a similar itinerant ministry. Jesus’
instructions, however, also imply a prescribed response for those who would receive the
itinerant messengers. Luke 10:1-12 reveals those instructions in detail, and they provide a
framework for planning the transitional movement of both pastors and congregations.
Mutual Support and Witness
In Luke 10:1, Jesus sends the seventy to their mission fields in pairs, rather than
the solo itinerancy that is implied for the twelve in Luke 9:1-6. In the synoptic parallel to
Luke’s version, Mark 6:7 also indicates that Jesus sent the twelve disciples “two by two.”
Mosaic law required that the presence of two witnesses for corroborating any testimony
(Deut. 19:15). By sending these missioners in pairs, Jesus provides a more credible
witness of his message and activity in advance of his coming. A secondary reason for the
missioners to partner may have had to do with the rigors of travel in the ancient world,
which required traveling on foot and increased the traveler’s vulnerability to bandits
(Luke 10:25-37).
Luke repeats the pattern of partnered missioners in the book of Acts, when Peter
and John (Acts 8:14), Paul and Barnabas (Acts 11:30; 13:1), Barnabas and Mark (Acts
15:39), and Paul and Silas (Acts 15:40) travel together. While the pattern of pairing
missioners has some exceptions in Luke-Acts (Philip, for example, acts alone in Acts
8:5), it does provide a foundation for basing the practice of ministry primarily on mutual
support, accountability, and witness.
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United Methodist clergy as covenant partners. While United Methodist elders
itinerate to their places of ministry as singular appointees, their appointment assumes a
covenant partnership with the bishop, the district superintendent, and their fellow clergy.
According to paragraph 333 of the 2008 edition of The Book of Discipline of the United
Methodist Church, itinerant elders are “bound in special covenant with all the ordained
elders of the annual conference … [and] live with all other ordained ministers in mutual
trust and concern and seek with them the sanctification of the fellowship” (240). Since
Methodism’s earliest beginnings, the covenant of the clergy “centered upon an agreement
to go where sent and through mutual trust and support to uphold one another’s ministry”
(Oden 49). United Methodist clergy arrive at new appointments with a support system in
place, the efficacy of which depends largely upon the willingness of each of the members
of the covenant to uphold his or her responsibilities. In that sense, the appointment
process involves a network of relationships wherein the new pastor’s successor and
predecessor are “links in a chain and a network”—a connection in which no pastor is
simply an independent contractor (49). Covenantal relationship to the connection in the
United Methodist Church connects biblically to the relationship between the mutually
supportive pairs whom Jesus sent to deliver his message in advance of his coming. In
each case, the testimony of multiple witnesses offers credence to the message in the midst
of both church and community.
Clergy spouses and families as covenant partners. While the seventy whom
Jesus sent were exclusively male, appointed and sent United Methodist clergy are often
one partner in a marriage relationship with another non-clergy spouse. Whereas John
Wesley and Francis Asbury clearly preferred single clergy, so as to be free to move at a
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moment’s notice, the current reality that most clergy have spouses requires a different
understanding of the rigors of itinerancy (Messer and Stovall 122). While the spouse may
not be ordained, he or she and the rest of the family are nonetheless sent along with the
newly appointed clergy. The ordination vows taken by clergy represent a mutual
covenant with their peers but, perhaps more ominously, an unequal covenant with the
bishop and district superintendents, who hold ultimate authority over the standing and
placement of clergy. The marriage vow, by contrast, “represents a covenant of equals in
which two persons seek to join their lives in mutual affirmation and commitment” (128).
These two sets of vows can come into conflict when a new appointment for the clergy
person emerges, as spouses and children feel less freedom than the clergy person to
accept a new appointment. Spouses may have their own careers, children may have
arrived at a critical stage in their education, and the whole family may feel strongly
connected emotionally, economically, and educationally to a particular community.
A discussion of the effects of itinerancy on clergy families remains beyond the
scope of this study. In many cases, however, the itinerating United Methodist elder has a
dual vocation: that of a missioner sent to a particular community and that of a missioner
who also has a vocation to care for his or her family. G. Lloyd Reidinger states, “[A]
pastor’s calling is not only to the church, but also to his or her marriage, family and self”
(5). Bishops, district superintendents, and clergy must recognize that the vows of
marriage and the vows of ordination and itinerancy do not necessarily conflict. Those
vows offer mutual enhancement when a whole family is considered as witnesses to the
message and work of Jesus in a new community. Reidinger advocates the exploration of
new ways of understanding itinerancy in relation to families (5). Seeing the whole family
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as a partner in ministry may indeed lead to new ways of understanding itinerancy and
open new doors for ministry among the people of churches and communities.
Incarnational Vulnerability
Jesus sends the seventy on a mission that involves the urgency of the coming
harvest, which the Old Testament prophets used as a metaphor for eschatological
judgment and for the gathering of Israel in the last days (Joel 3:13; Mic. 4:11-13).
Harvest usually suggests a time of urgency and expectation in agrarian societies, and
Jesus’ metaphor may connect the mission of the seventy to the seeds of the kingdom that
were metaphorically sown in Luke 8:4-8. The seventy act as laborers for the Lord of the
harvest, not only to go into their fields of mission, but to pray for others to join them
there (Luke 10:2)
Eschatological urgency. The mission of the seventy takes on such urgency that
Jesus instructs them to leave behind the things they would normally carry with them to
ensure their security and comfort (Luke 10:4). Carrying no bag or sandals meant that the
seventy would have to trust in the mercy and hospitality of their hosts (Burn 445).
Thomas Wieser calls this vulnerability a “state of extraordinary powerlessness,” which
left the itinerant missioner with no economic resources that he could use to care for
himself or others (134). The command to travel lightly echoes the arrival of Jesus
himself, not only in terms of his itinerant public ministry but also in his own incarnation
as a child in the Bethlehem manger (Luke 2). Christine D. Pohl further understands Jesus’
own incarnational vulnerability: “In his life on earth, Jesus experienced the vulnerability
of the homeless infant, the child refugee, the adult with no place to lay his head, [and] the
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despised convict” (17). Jesus’ messengers not only proclaimed his message, but modeled
his incarnational vulnerability as well.
Sheep and wolves. Jesus speaks further about vulnerability when he says, “See, I
am sending you out like lambs into the midst of wolves” (Luke 10:3). Sathianathan
Clarke suggests that this verse appears within the overall context of Luke’s emphasis on
the persecution of Jesus and his disciples wherein they will experience “a cycle of
rejection, hostility, and persecution as they go public with the mission of God” (168).
While the seventy sheep appear destined to inevitable slaughter by the waiting wolves in
distant places, however, the context suggests that the mission of the missioner sheep has a
broader eschatological dimension. William Klassen, for example, asserts that the
metaphor of sheep and wolves constitutes a foretaste of the ultimate results of the
kingdom mission. The missioners may indeed appear as vulnerable as penniless and
defenseless sheep, but their message would bring to mind the promise of the peaceable
kingdom envisioned by the prophet Isaiah (Isa. 11:6; 65:25) where the lamb will lie down
with the wolf. Jesus urges his disciples to bring the peaceable kingdom to reality through
their mission (Klassen 502). The early Church father Ambrose believed that a good
shepherd had no fear of wolves; thus, Jesus sent his disciples confidently into the world
knowing that the kingdom vision of lambs and wolves lying together would eventually
win out (Just 170).
Incarnational vulnerability also prevents the sheep from becoming missionary
wolves that can feed on vulnerable communities of people:
Those who arrive with purses full of currency and credit cards to
circumvent dependence on the host community, with bags capable of
containing weapons to overpower the people that welcome, and with
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sandals that buffer the experience of walking where the people walk are
more likely to be wolves in sheep’s clothing. (Clarke 169)
Daniel J. Harrington adds that itinerant ministry involves a “simplicity of lifestyle, that is,
living with minimal concern for personal pleasure and comfort, subordinating them to
carrying forward Jesus’ message and mission” (30). Again, itinerancy was never intended
for the comfort and benefit of the missioner but for the benefit of the kingdom of God.
Methodist itinerancy and incarnational vulnerability. Early Methodism
mirrored this incarnational vulnerability for its circuit-riding preachers. Writing in 1839,
Methodist itinerant James Quinn, who rode circuits in eastern Ohio, expressed the
incarnational vulnerability of a sent ministry:
This plan [Methodist itinerancy] calls for men to cut loose from the world,
and cast it behind. Let us have the men who are constrained by the love of
Christ, moved by the Holy Ghost—men who can walk hand in hand with
poverty, for twice twenty years; then leave their widows to trust in the
Lord, and their fatherless children to be provided for and preserved alive
by him. (qtd. in Koskela 26)
Early Methodism in America grew on the strength and sacrifice of itinerant preachers
who came bearing nothing but a good horse, saddle, a few books, and a zeal for
preaching the gospel of the kingdom.
The itinerancy that defined Methodism’s past continues today, even though pastors
usually stay longer in one place than their spiritual ancestors and their mode of travel
involves a moving van rather than a horse. United Methodist clergy remain
incarnationally vulnerable in the midst of transition to new communities. According to
William B. Oden, “Itinerancy is the Wesleyan doctrine of sanctification translated into
polity” (58). In other words, itinerancy requires a total commitment of self to the leading
of the Holy Spirit in a covenant of care and accountability. The vulnerability of itinerancy
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means that pastoral leaders depend upon Christ and the community, even as both depend
on him or her to carry the message of the kingdom. Henri J. M. Nouwen asserts that
Christian leaders need to assume the role of the poor itinerant so that they may learn to
accept leadership and hospitality while they are learning to lead a congregation (84).
Giving and Receiving Hospitality
The instructions to the seventy also concern the hospitality of those who receive
them. In terms of clergy itinerancy and transition, how a congregation receives a new
itinerant pastor as a messenger of the kingdom has far-reaching implications for the
immediate future of that particular local church and, perhaps, its eschatological future as
well. The itinerant’s acceptance of hospitality by the community, and the community’s
offer of hospitality to this itinerant stranger, determine whether the relationship will be
one of peace, or one that results in dust being shaken off the feet in disappointment and
disgust.
According to A. Denaux, Luke often associates salvation with meals, table
fellowship, and hospitality. Being a stranger and the welcoming of strangers
characterized the ministry of Jesus and, by extension, his disciples (274). Jesus’ status as
a stranger reflects the recurring paradigm of God’s own coming in the form of a stranger
throughout the Scriptures, as in the strangers who visit Abraham at the oaks of Mamre
(Gen. 18). Luke alludes to that same Genesis story in the sending of the seventy through
Jesus’ reference to the fate of Sodom and Gomorrah, who failed to offer hospitality to the
divine strangers after their visit to Abraham (Luke 10:12). This allusion implies that Jesus
viewed hospitality to the stranger not as an optional gesture, but a soteriological necessity
for a community’s future. Andrew E. Arterbury writes that Luke’s use of the stranger
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motif in both the sending of the seventy in Luke 10 and in the Emmaus road story of
Luke 24 indicate that hosting strangers—particularly Christian strangers—equates to
welcoming some “true messengers of God” (376).
While new clergy come as strangers, congregations must welcome them as though
they are welcoming Christ. Both the pastor and the congregation have a mutual
responsibility to give and receive hospitality. In Luke 10, Jesus offers two markers of
mutual hospitality: the peace of Christ and mutual acceptance, represented by table
fellowship.
The peace of Christ. The itinerant missioner first proclaims peace to those in the
house that receives them (Luke 10:5). According to Clarke, peace is “an energy that has
the capability of being exchanged between the hosts and the mission guest” (171). Such
peace does not necessarily indicate an absence of conflict but a mutual offer of refuge,
reconciliation, and justice. The passing of the peace in the communion liturgy references
this understanding of peace by encouraging people who are separated either by the
barriers of conflict or mistrust to come together in a mutual exchange of signs, indicating
their willingness to enter into a new relationship with one another. Klassen echoes
Clarke’s understanding when he writes, “For Jesus, the child of peace is one who has
been born of peace and is also destined for the peace of others” (501). The offer of peace
does not merely test the receptivity of the other but begins the process of inculcating a
contagious attitude of peace that opens others up to an understanding of the kingdom of
God that has come near (Luke 10:9).
For clergy, the announcement of peace emerges from an inner peace made
possible by the clergy’s own relationship with Christ. Clergy who have engaged in
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conflict with their previous congregation must not carry over that conflict into the new
appointment, lest they offer their announcement of peace through clenched teeth. Peace
invites the start of a new relationship, and the congregation that shares in and accepts that
peace will allow themselves more vulnerability to new leadership. Transition planning
provides an opportunity to offer peace to many people in those first meetings, to look for
a sense of healing for the past, and to begin participating in table fellowship with the
congregation in worship and in informal settings.
Mutual acceptance. In Luke 10:7, Jesus orders the itinerant missioners to
“remain in the same house.” They must accept whatever their hosts lay before them—
including their wages—and resist the urge to move on to new locations that may
potentially offer better accommodations. The giving and receiving of table fellowship in
the Christian tradition, according to Clarke, does not involve a transaction of
commodities, as in a market economy, but an exchange of gifts in a sacramental concord
(172). Table fellowship provides a sense of mutuality and reciprocity that transforms both
host and guest. The itinerant who comes as a stranger must truly make himself or herself
at home in a particular community, lest the host perceive his or her stay as merely selfserving. Clarke states, “Receiving food and drink from another community was a
symbolic act of accepting them as equals.… Jesus had his emissaries enter the heart of
the public-private and secular-sacred space of the local house and community” (171). To
invest in table fellowship involves investing in a mutually edifying and salvific
relationship in the presence of Christ.
The urge to move from “house to house” translates into United Methodist terms
as the urge to move from appointment to appointment, seeing which church offers the
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best salary package or prestige. Knowing that another appointment will come eventually,
clergy may give into the temptation not to invest themselves deeply in the lives of their
current congregation and communities, and may even reject their hospitality. Jesus
exhorts the seventy to exercise the discipline of patience by staying in place, steadily
offering the healing and transformational message of the kingdom to all those in the
community.
Itinerancy involves the patience to remain in an appointment as long as necessary.
Impatience, however, damages both the message and the messenger. In The
Contemplative Pastor, Peterson writes, “Impatience, the refusal to endure, is to pastoral
character what strip mining is to the land—a greedy rape of what can be gotten at the
least cost, and then abandonment in search of another place to loot” (49). Fidelity to
people, to place, and especially to the sending authority of Christ presages effective,
transformational ministry.
In the same way, congregations must provide an environment of hospitality that
invites the itinerant stranger to stay and for his or her ministry to take root. Hospitality to
the stranger offers “a powerful evangelical antidote to the social and psychological forces
of contemporary American life that have deformed the church as a public institution
which bridges the public and personal dimensions of our lives” (Keifert 37). The pastor
does not arrive as a mere representative of the institutional church but as an agent of the
kingdom who engages in transformation of the community from within its boundaries
and as part of the community itself. The welcoming congregation does not thus begin
with a hermeneutic of suspicion about the new pastor but welcomes him or her into “a
safe, personal and comfortable place, a place of respect and acceptance and friendship”
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(Pohl 13). Such a welcome involves attentive listening, a mutual sharing of stories,
openness, and generosity of time and resources. God designates pastors and
congregations to thus serve as God’s appointed guests and hosts on behalf of the world.
Like pastors, congregations can become impatient. Some congregations have the
reputation of being toxic and constantly reject and receive new pastors in turn, largely
due to a systemic failure to provide hospitality to the parade of strangers who come to
them. These toxic congregations lead to a lot of dust shaking on the clergys’ part (Luke
10:11). Jesus indicates a harsh judgment on congregations and communities that practice
inhospitality to the strangers who represent him. Churches must critically evaluate their
approach to hospitality in advance of a new appointment.
Pohl summarizes the importance of hospitality to the stranger:
If, when we open the door, we are oriented toward seeking Jesus in the
guest, then we welcome that persona with some sense that God is already
at work in his or her life. This can fundamentally change our perspective
and our sense of the dimensions of the relationship. We are more sensitive
to what the guest is bringing us, to what God might be saying through her
or him. (68)
Pastoral transition opens the door to a new relationship and new season of ministry. Both
the new pastor and the congregation must participate in a mutual and intentional process
of giving and receiving hospitality.
Summary
The theological foundation of the study builds upon the biblical paradigm of
itinerancy and hospitality found in Luke 10:1-12. Mutual support among clergy,
judicatory, and family provide the structure of United Methodist itinerancy. Incarnational
vulnerability characterizes the clergy’s situation in the midst of a pastoral transition. The
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giving and receiving of hospitality represents a key set of attitudes and actions as a pastor
and congregation begin working together.
Pastoral transition increases vulnerability in the life of a pastor and congregation,
and requires itinerant clergy leaders to gain certain skills and undertake certain tasks in
order to engage a new community effectively with the message of the kingdom. The
literature concerning transition tasks thus builds on the theological foundation of the
study.
Transition Tasks
The literature concerning leadership transitions shares some commonality in the
identification of tasks necessary for a successful transition into a leadership role in a new
setting. These common tasks emerge within the evaluation of several general models for
leadership transition proposed by researchers. The application of these tasks to clergy
transitions in particular provided a base of knowledge from which to compare the actual
experiences and practices of clergy and congregations in this study on pastoral
transitions.
Transition Models
A variety of models exist for leadership transitions, and this study reviews four of
them. The first is the Taking Charge model created in 1987 by Harvard Business School
professor of organizational behavior and human resource management, John J. Gabarro.
Gabarro influenced his Harvard Business School colleague Watkins, who wrote the 2003
book The First 90 Days as a prototypical model for planning for effective entry into a
new leadership role. Gabarro and Watkins spend little time, however, focusing on the
emotional dynamics of transition and the importance of leaving well from a previous
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position—both of which seem to be key issues in pastoral transitions. Bridges’ threephase model addresses the importance of managing endings as the precursor to a new
beginning. Failure to deal with the losses brought about by endings can solidify resistance
to change in an individual or organization. Bridges’ model identifies the three phases of
transition as the ending, the neutral zone, and the new beginning (6). Steven V.
Manderscheid analyzes a fourth model pioneered by leaders at General Electric in 1973
called the New Leader Assimilation model, which provides insight into the need for clear
communication and the negotiation of clear expectations early in a transition (691).
Each of the above transition models has implications for clergy transition, and
much of the literature written specifically for clergy transition intersects with the
principles outlined in each of the models. For the purpose of this study, I have included
the relevant parallels in the literature on clergy transition within the context of the
appropriate leadership transition models.
John J. Gabarro—The Taking Charge Model
Garbarro’s 1987 study emerged out of a gap in the extant literature concerning the
activities and problems faced by new managers after they begin a new job and actually
take charge, as opposed to the broader topic of management succession (2). Gabarro
conducted three sets of field studies involving seventeen management successions that
occurred in both the United States and Europe, and he included successions that both
succeeded and failed. The study yielded data at three-month increments for the first
eighteen months of the study, and six-month increments until the conclusion of the study
at forty-two months.
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First, the study found that the Taking Charge process occurred in predictable
stages of learning and action (Gabarro 3). The Taking Hold stage initiates the leader’s
orientation to the new setting and consists of a period of evaluation and corrective action
(6). The second stage involves Immersion, which creates less change but focuses on more
continued learning and reflection. Reshaping follows with a period of major changes in
which the new manager acts on the learning gleaned in the immersion stage. In
Consolidation, the fourth stage, the leader strengthens and standardizes the changes. The
final stage of Refinement fine-tunes the changes. The organizational changes initiated by
the managers characteristically occurred in three waves, with the first during the Taking
Hold stage, the second and largest wave of change coming during the Reshaping stage,
and the last and smallest wave during the Consolidation stage.
Gabarro concludes that certain background and situational factors can influence
progression through these stages, but the leader’s prior experience is the determining
factor in successful progress: “Particularly in the early stages, a manager’s prior
experience profoundly influences the manager’s actions and what he tends to focus on, as
well as the kinds of problems he is likely to face” (7). Failure to take charge is caused by
lack of prior experience relative to the new assignment and poor working relationships
with key people in the organization. Successful managers, by contrast, demonstrated
effectiveness in accomplishing three sets of transition tasks: “(1) assessing the
organization and diagnosing its problems; (2) building a management team focused on a
set of shared expectations; and (3) bringing about timely changes that address
organizational problems” (8). An experienced leader plans for the accomplishment of
these tasks.
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Gabarro pioneered the idea that successful leadership transitions occur when the
new leader initially focuses on building relationships, clarifying expectations, and
diagnosing organizational culture. He also exposes the vulnerability of leaders in new
situations, expressing the hope that the early phases of a well-handled transition can
begin to generate waves of positive change in an organization.
Gabarro’s findings have two significant implications for clergy transitions. The
first concerns the match between a pastor and congregation, which takes place at the
judicatory level. While the RMC requires every SPRC to complete a ministry profile
concerning the kind of pastor they believe the church needs, no requirement exists for
clergy to complete a similar profile that lists their particular gifts, skills, leadership style,
and—perhaps most importantly according to Gabarro—a profile of their prior
experiences in ministry. The district superintendents and bishop may know something
about the pastor, but they may have very limited knowledge and experience of a
particular pastor’s gifts, leadership, and relational styles. Without some training and
experience in large church leadership, a pastor who has only served small membership
churches, for example, would face an overwhelming challenge if appointed to a large
membership church. A pastor who uses his or her prior experience as a peace activist to
inform his or her ministry will likely have difficulty serving in a church populated
primarily by military people. A congregation that values a leader with good
administrative skills and experience will very likely be frustrated by a disorganized
person whose gifts and skills lie in another area. Gabarro emphasizes the importance of
the fit of the new leader to the organization; thus, the pastor and the SPRC must create
accurate profiles of their ministry gifts and experiences. District superintendents and
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bishops support the process by placing pastors in churches using a thorough analysis of
the potential for success, based on a match of gifts, skills, and experience.
The second implication for clergy transitions emerges from Gabarro’s assertion
that management style, interpersonal skills, leadership ability, and potential conflicts also
influence the possibility of the leader’s success or failure (68). Coyner applies this
understanding to pastoral transitions:
When a pastor is respected and trusted by the people of the congregation,
then the pastor’s power and authority can be used to lead in the ministry
and service of the church. A weak, incompetent, or mistrusted pastor can
only undermine the strength and life of the congregation. (27)
Pastoral transitions do not merely transfer a person to a place. They also transfer a set of
relationships, values, vision, skills, giftedness, and personality.
Gabarro based his work on the stages of transition, but he focuses more on the
factors of success or failure than the specific tasks that can make up an effective
transition plan. Watkins built on Gabarro’s work and published The First 90 Days as a
primer for the early months of a new leadership position.
Michael Watkins—The First 90 Days model
In The First 90 Days, Watkins outlines ten transition tasks for leaders entering
into new leadership roles. These tasks include promoting oneself, accelerating learning,
matching strategy to situation, securing early wins, negotiating success, achieving
alignment, building the team, creating coalitions, keeping balance, and expediting
everyone. Watkins arranges these tasks into a framework for execution in the first ninety
days of starting a new leadership position. Writing from a business leadership
perspective, Watkins asserts that the key tasks in leadership transition consist of building
credibility, creating value, and improving results (13). He also identifies the goal of

Kaylor 43
transition, which involves “build[ing] momentum by creating virtuous cycles that build
credibility and by avoiding getting caught in vicious cycles that damage credibility” (5).
For Watkins, credibility is established by an intentional process of listening, learning, and
acting in ways that bring significant value to the organization in the early days of
leadership.
Promoting oneself. Promoting oneself, the first transition task, has to do with
mentally and emotionally putting oneself into the new leadership role and making a clean
break with the previous one. New leaders commonly and mistakenly believe what made
them successful in their previous job will continue to make them successful in the new
one. Watkins advocates for determining a clear break point with the past and suggests
that leaders pick a specific day to imagine themselves as promoted to the new leadership
position as a means of doing “whatever it takes to get into the transition state of mind”
(First 90 Days 22). Transitioning leaders must become learners open to the unique
challenges of the new organization.
Accelerating learning. Accelerating learning helps new leaders to avoid the trap
of making costly assumptions before they know enough about the new organization. The
baseline questions that new leaders ask should center on the story of how the organization
got to this point in its history. Leaders who do not spend the necessary time and effort to
diagnose and learn the culture of the organization will almost certainly fail and will likely
have a short tenure with the organization. Watkins calls this phenomenon organizational
immunology (Watkins, Your Next Move 94). Like the human body fighting a virus, an
organizational culture can react to disruptive outside agents by isolating and attacking
them until they leave. Leaders who fail to learn the organization intentionally can trigger

Kaylor 44
the organizational immune system by creating the impression that they believe that
nothing good exists in the organization at present and that they have all the answers.
Leaders must develop a plan for learning and diagnosing the organizational culture and
identifying the right questions and people to ask about the organization’s history, along
with its emotional and operational processes. Watkins asserts that organizational culture
can be analyzed at three levels: symbols, norms, and assumptions. Symbols are signs that
distinguish one culture from another and include things such as logos and clothing styles.
Norms consist of the “shared social rules that guide ‘right behavior’” (53). Assumptions
emerge from “the often un-articulated beliefs that pervade and underpin social systems”
(53). New leaders must learn the symbols, norms, and assumptions of the organizational
culture in order to assess whether to adapt to or alter the culture.
Accelerating the learning process about the organization is especially relevant to
United Methodist clergy. Gary L. Torian asserts that United Methodist clergy and
congregations know less about each other than their counterparts in a call system (9). Roy
M. Oswald outlines several historical questions that need answering, including questions
about the congregation’s beginnings, its days of glory, the heroes and leaders that the
people celebrate, remembrances of crisis and turmoil, hopes and dreams, and key families
or persons who influenced the congregation’s story (New Beginnings 27). William Bud
Phillips adds that clergy leaders must not only learn about the culture of the church itself
but also recognize that “each congregation has the characteristic of a sub-culture within
the larger community of which it is a part” (49). New pastoral leaders must enter
transition as students whose curriculum is the church and local community as they
currently exist.
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Matching strategy to situation. Matching strategy to situation involves
identifying the organization’s life cycle stage. Watkins uses the acronym STaRS to
evaluate the organizational situation: start-up, turnaround, realignment, or sustaining
success (First 90 Days 61). Each situation offers both challenges and opportunities and
leaders must adapt accordingly. In start-ups and turnarounds, the new leader focuses on
doing things decisively and in a timely manner, while realignment and sustaining success
organizations require more time to delve into the issues at hand. Rapid changes
characterize start-ups and turnarounds, while a slow and steady pace works best for
realignment and sustaining success organizations. New leaders must have the agility to
adapt their leadership style and approach to the organization’s current reality.
Alan J. Roxburgh and Fred Romanuk engage the study of a congregation’s
situation using a Three-Zone Model of Missional Leadership, which offers church leaders
a framework to understand the adaptive leadership styles and competencies needed to
lead a congregation at a particular phase in its life cycle. The emergent or green zone
corresponds to the time when a congregational culture responds to its challenges and
community context with innovation and creativity (41). Missional leadership at the
emergent stage of congregational life cultivates an environment where people, pastor, and
congregation imagine and negotiate their future together, rather than expecting the vision
to emerge from the pastor alone (42). The performative or blue zone is the stage at which
a congregation has achieved the skills and competencies to maintain a stable environment
within its cultural context (45). As such, the performative zone congregation lives off the
success and capital built in the emergent zone. The predictable performative zone
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congregation operates within clearly delineated processes and procedures. These
congregations expect leaders to generate plans and maintain organizational structures.
The advent of discontinuous change, however, can lead performative zone
congregations into what Roxburgh and Romanuk call the reactive zone (48).
Discontinuous change, or change that is external to the organization, is unexpected and
has no discernable pattern. A sudden change in pastors, for example, is a discontinuous
change that can take a congregation from the performative zone to the reactive zone.
Movement to the reactive zone results in increasing levels of anxiety and division, with
some people opting out of the situation emotionally or physically.
Roxburgh and Romanuk caution pastoral leaders in the midst of discontinuous
change, asserting, “it isn’t the change that will defeat the leader but the transitions….
Unless an organization learns to address its transition issues, it will never create an
effective change process” (58). A proper diagnosis of the congregation’s life cycle and
adaptive challenges requires serious attention from new pastoral leaders.
Saarinen’s study of the life cycle of a congregation provides an additional layer
for analyzing the situation in a church. Saarinen posits four gene structures that
determine a congregation’s place in its life cycle. These gene structures provide a more
comprehensive view of the life cycle than a simple understanding of the congregation’s
phase in the chronological time of its history (2). Saarinen’s gene structures are divided
into four factors designated by the letters E, P, A, and I.
The E factor describes the energizing function that predominates early in the
development of the congregation and includes things such as vision, enthusiasm, and
potentiality. Saarinen equates this stage to that of an excited infant “whose arms and legs
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flail around in all directions” (2). Charismatic leadership characterizes the E factor
congregation. The P factor stands for programs undertaken by the congregation in
support of its own membership, the surrounding community, or denominational or
judicatory initiatives (3). Unlike the E factor, the P factor congregation focuses primarily
on externals and the concrete things that a congregation does and has. The A factor
concerns administration and focuses on administrative structures that provide continuity,
connectedness, and boundary setting in the church. Mission statements, budgets, goals,
and objectives characterize the A factor congregation. The I factor stands for inclusion
and relates to individuals and groups that are within and outside the congregation. The I
factor concerns the relational dynamics of congregational life, including service,
outreach, evangelism, and conflict resolution (4).
Saarinen connects the gene factors to the two phases of the congregational life
cycle: growth and decline. At the birth of a congregation, for example, the relationship of
the factors may be characterized as Epai (i.e., dominant E factor, subordinate P, A, and I
factors). A congregation in its prime may have a fully balanced scale of EPAI, while the
congregation in decline and near death may have a bureaucratic profile of epAi.
Saarinen’s life cycle theory provides an additional evaluative tool for diagnosing the
congregational situation at the outset of a new pastoral appointment.
Securing early wins. Securing early wins builds momentum in a new leadership
setting. Watkins describes early wins:
By the end of your transition, you want your boss, your peers, and your
subordinates to feel that something new, something good is happening.
Early wins excite and energize people and build your personal credibility.
Done well, early wins help you create value for your new organization
earlier and therefore reach the breakeven point more quickly. (First 90
Days 80)
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Early initiatives should focus on building personal credibility, establishing key
relationships, and identifying the “highest potential opportunities for short-term
improvements in organizational performance” (84). Early wins create momentum that
can allow the new leader to begin initiating long-term change.
John Kotter defines three characteristics of an early or short-term win. First, a
short-term win has enough visibility that large numbers of people can see it for
themselves. Second, an early win must appear to be unambiguous, so that no one can
argue its effectiveness (122). Third, it clearly relates to the change effort in the
organization. Short-term wins reward change agents, undermine critics, and help build
momentum by turning neutral people into supporters (123). Short-term wins can provide
clear data on the success of the transition process.
Negotiating success. New leaders must also negotiate the definition of success in
the new role. These negotiations aim at establishing realistic expectations and reaching
consensus on organizational needs and strategies and a timeline for addressing them.
Watkins suggests five important conversations take place between the new leader and his
or her boss (or, in the case of clergy leaders, their SPRC or church council): the
situational diagnosis conversation (using the STaRS model), the expectations
conversation (defining success), the style conversation (how interactions will take place
on an ongoing basis), the resources conversation (negotiating what is needed to be
successful), and the personal development conversation, which involves the resources
needed to strengthen the leaders’ capabilities (First 90 Days 109). Watkins suggests that
the same five-conversation framework can be helpful in building productive relationships
with the new leader’s direct reports as well (228).
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Achieving alignment. As the learning process continues, new leaders begin to
add value by achieving alignment in the organization. Achieving alignment requires the
leader to align the organization’s strategy, structure, systems, and skills to expected
outcomes, making superior performance possible. While achieving alignment may
continue months after the new leader’s arrival, new leaders can begin to achieve early
wins and add value by working on the most glaringly unaligned problems in the
organization. The new leader acts as the organizational architect of the new setting by
identifying problems and designing a plan to correct them (Watkins, First 90 Days 131).
Building team. Alignment also involves team building. Evaluating the
competence, judgment, energy, focus, relationships, and trustworthiness of staff (and, in
the case of churches, lay leadership) enables the new leader to determine whether—to use
James C. Collins’ term—”the right people are on the bus” that will help to move the
organization forward (50). Watkins says, “You will know when you have been successful
in building your team when you reach the breakeven point—when the energy the team
creates is greater than the energy you need to put into it” (First 90 Days 182). Team
building creates momentum, emotional investment, and buy-in from staff and lay
leadership.
Creating coalitions. New leaders are generally successful when they are able to
create coalitions of different groups of people who are critical to the success of the
organization. Watkins urges new leaders to consult with opinion leaders, or people who
“exert disproportional influence through formal authority, special expertise, or sheer
force of personality” (First 90 Days 188). New leaders must identify supporters,
opponents, and convincibles—people who can be persuaded with the right influence
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strategy (192). If a group believes the new leader and finds him or her credible, the group
will more likely back his or her decisions, particularly if the new leader appeals to the
organization’s agreed-upon core values.
Keeping balance. Keeping personal balance in the midst of transition enables a
new leader to maintain energy and perspective, make sound decisions, and care for his or
her own personal life and relationships. Failure to maintain a balance between the
personal and the professional can cause new leaders to fall into what Watkins calls a
“vicious cycle [or] a self-reinforcing dynamic from which it will be difficult to escape”
(First 90 Days 207). Loss of focus, undefended personal boundaries, brittleness or
inflexibility, isolation, biased judgments, work avoidance, and chronic underperformance
emerge as the inevitable results of unmanaged and undisciplined lack of balance.
Watkins offers “three pillars of self-efficacy” that help to avoid these traps (First
90 Days 211). Adopting success strategies, such as developing a transition plan based on
the tasks previously outlined, can provide a new leader with confidence and energy for
the transition process. Enforcing self-discipline, or regular routines, in both the personal
and professional spheres of life provides a sense of balance and helps to monitor stress.
Building support systems among family and peers, as well as enlisting those who can
provide wisdom, advice, and counsel, can provide a new leader with personal efficacy
and well-being. Clergy should surround themselves with people who will support them
with both “blankets and sandpaper,” or people who encourage and support through equal
measures comfort and stability, and challenge and change (Wohlrabe Appendix C).
A significant part of maintaining balance for clergy involves attention to the
spiritual life: “A strong argument could be made that a clergyperson’s spiritual life
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should be her/his first job responsibility” (Oswald, New Beginnings 61). Most clergy
understand the constant tension between church and family time, but fewer acknowledge
the tension between the church and their own spiritual lives (Oswald, New Beginnings
62). Steve Saccone adds that an inaccurate assessment of the self, which he calls
“Michael Scott Syndrome” after the bumbling leader on the television show “The
Office,” results in an unexamined and ineffective life (31). John R. Cionca adds that
pastoral leaders gain perspective when they cultivate an awareness of their emotional
resources, reevaluate their expectations, and trust in the sovereignty of God (186).
Expediting everyone. Lastly, new leaders must work at expediting the transitions
of those around them by instituting the transition acceleration model previously outlined.
The leader creates a common language around transitions for the rest of the organization,
and thus begins to accelerate the team-building process, develop high potential leaders,
and inculcate a system for future transition planning (Watkins, First 90 Days 228).
The strengths of both Watkins’ and Gabarro’s models lie in their comprehensive
approach to transition planning and the sense of urgency with which new leaders should
approach transition, particularly in the critical first months when people form impressions
that will last throughout the leader’s tenure. Watkins and Gabarro designed their models
primarily for business transitions, however, where structures and lines of authority take
priority over the emotional process of the organization. In a church, most of the people in
the organization associate themselves voluntarily, and the incentives of paycheck,
promotion, and profit have no influence, except for paid staff. Itinerant clergy often
involve themselves intimately in the lives of the people of a congregation and their
departure from one congregation and entry into another opens a psychological process
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that requires extra awareness and care to negotiate effectively. As Robert L. Randall
states, clergy transitions create a psychological vacuum in which “inner assurances and
routine behaviors that have held the person or group together in the past are sorely tested.
At best, developmental change takes place; at worst, total collapse may threaten” (17).
Watkins addresses the need for new leaders to promote themselves into a new role, but
says little about the task of leaving the previous organization—a task that other
researchers see as critical to the success of any transition plan (First 90 Days 22).
Bridges, for example, advocates for a three-stage model of transition that highlights the
leaving process (6): “The starting point for dealing with transition is not the outcome but
the ending that you’ll have to make to leave the old situation behind” (10). Bridges’
model provides a comparative model for clergy transition.
The Bridges Model
Bridges asserts that change results from situational phenomena, while transition
involves a psychological process (3). When a change happens—whether a change in
policy or procedure, a change in location, or a change of leadership—the people affected
must go through a transition process or the change (and the people who initiate it) will
ultimately fail. The three phases of Bridges’ transition model are the ending, losing and
letting go phase, the neutral zone phase, and the new beginning phase.
Ending, losing, and letting go. Bridges assumes that transition begins with
letting go of something. In the case of clergy transition, both the new pastor and
congregation begin the transition by letting go of a pastor-congregation relationship that
may have existed for years. The announcement of a new pastoral appointment begins a
process that offers both crisis and opportunity, and managing the end of the previous
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appointment emerges as a critical task for the outgoing pastor, the incoming pastor, and
the congregation. Bridges states, “The failure to identify and get ready for endings and
losses is the largest difficulty for people in transition. And the failure to provide help with
endings and losses leads to more problems for organizations in transition than anything
else” (8). Leaders must define who is losing what,, and articulate what is now over as the
previous situation ends. People tend to overreact when they equate small losses as the
beginning of a process that may result in their own removal (27). Departing leaders help
the organization by naming what the organization will leave behind as it enters into a new
phase (33). Marking endings symbolically and treating the past with respect both require
the leader’s attention at the beginning of a transition. Watkins advises new leaders to
promote themselves to their new roles (22), but Bridges asserts that they must also
participate in the process of encouraging and convincing the people they leave behind to
leave home and move into a new season and situation (66).
Bridges identifies leaving well as one of the key psychological aspects of
transition, recognizing that endings and losses begin with the emotional process of
grieving. Oswald argues that in a “death-denying culture, [clergy] need to look at [their]
own death-denying tendencies as [they] seek to gain closure on ministry in a parish”
(Running Through Thistles 1). Bridges describes the leaving process in transitions in
terms akin to Elisabeth Kubler-Ross’ stages of grief: denial, anger, bargaining,
resignation, and, eventually, acceptance (50). Roy M. Oswald, James M. Heath and Ann
W. Heath even equate the pastor’s leave-taking process with the process of putting one’s
affairs in order in preparation for death. Their termination tasks include taking control
and formulating a plan of action, getting one’s affairs in order (preparing files and
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information for the successor), letting go of old grudges toward people with whom the
pastor may have been in conflict, and saying thank you to others who have provided help
and support (106).
Another vital part of the leaving process requires the departing pastor to articulate
the real reasons for leaving:
When we leave a place, it is important that we announce ourselves, that
we prepare the congregation for the leaving process, and that we commit
ourselves to our own authentic experience of the leave-taking—including
openly telling stories about ourselves and what it is like for our leavetaking. (Ott 27)
Pastors in transition must assume the roles of storytellers and listeners. Cionca argues that
pastors considering a transition often have a head start on their congregations as they
begin the grieving process. Listening and empathizing with the congregation helps
congregants deal with their feelings, while defensiveness, withdrawal, and anger on the
part of the departing pastor will likely prolong the congregation’s grief (Cionca 201).
Phillips asserts that a clear and carefully written statement from the departing
pastor about his or her reasons for leaving can dispel doubts and rumors and help to set
future expectations (27). Lawrence W. Farris adds that pastors in episcopal, appointive
systems such as the United Methodist Church, should not lay blame on the judicatory for
their move, nor should they blame the will of God as if they had no choice in the matter
(17). Farris instead encourages pastors to use the occasion of a move as an opportunity to
engage in theological reflection with the congregation on the nature of the call to ministry
(18). The pastoral leader can thus put into words what he or she and the congregation
must leave behind in order begin to pave the way for the next phase of the transition.
The neutral zone. The second phase of Bridges’ model is the neutral zone, or
“nowhere between two somewheres … when all the old clarities break down and
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everything is in flux. Things are up in the air. Nothing is a given anymore and anything
could happen” (40). In the neutral zone, anxiety rises, motivation falls, and people may
become overloaded, confused, and polarized. Bridges uses the Exodus story as a
metaphor for the neutral zone, remarking that God took forty years to get the memory of
Egypt out of the Israelites. While most neutral zone transitions will not take forty years,
they will certainly last longer than forty days (43). During transitions, leaders cannot
avoid the chaotic but necessary time in the neutral zone.
One of the important aspects of navigating the neutral zone, according to Bridges,
involves mitigating the isolation that people may feel, especially if they are unaware of
their role in the unfolding transition process (47). A transition team, which Bridges calls a
Transition Monitoring Team (TMT), consists of seven to twelve people chosen from a
wide cross-section of the organization that meet regularly to gauge the pulse of the
organization during the transition as well as facilitating communication (88). The
transition team demonstrates to the organization that it wants to listen to people and
provides an effective focus group to review plans, communications, and changes prior to
their announcement. The team also has ready access to the organization’s grapevine and
can aid in the correction of rumors and misinformation (49). The group is temporary and
task-oriented and disbands at a set time in the transition process.
Anthony H. Plathe, writing on clergy transitions, agrees with Bridges and
Watkins, saying, “The transition will proceed well only if a number of people are willing
to take responsibility for seeing that it happens” (54). For a clergy transition, Oswald,
Heath, and Heath recommend a smaller team of three to six persons whose qualifications
include significant life experience, some experience in pastoral transitions, and spiritual
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depth (9). Plathe suggests that the agenda for the transition team include helping the
pastor to move in and get settled, planning the welcome ceremony and celebration, and
introducing the pastor to people in the church and community (55). The transition team
acts as the pastor’s guide in accelerating his or her learning about the congregation and
provides feedback during the transition period.
The new beginning. Beginnings, the third phase of Bridges’ model, mark the
release of energy in a new direction and psychologically constitute a shift toward a new
identity for both the leader and the organization (57). The new beginning phase of
Bridges’ model signifies the end of the wilderness journey and the time when people are
finally ready to make the “emotional commitment to do things the new way and see
themselves as new people…. Beginnings involve new understandings, new values, new
attitudes, and—most of all—new identities” (58). Bridges outlines four requirements that
enable new beginnings, which he characterizes as four Ps: a purpose behind the desired
outcome, a picture of how the outcome will look and feel, a step-by-step plan for phasing
in the outcome, and a part for each person to play in both the plan and the outcome (60).
While wise new leaders pay attention to the history and dynamics of the
organization as it exists, they also act as change agents by the very nature of their arrival
as someone new and different. Bridges’ new beginning phase thus may correspond to the
pastoral transition process in terms of its ending, or what Watkins calls the breakeven
point (First 90 Days 2). Having come through the wilderness of transition, a new
beginning marks the point at which the new leader and organization have crossed the
river and entered the promised land of a new future together. The communication of
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consistent messages, the achievement of early wins, and the celebration of a successful
end of the transition constitute the essential rules of transition management.
Bridges, however, asserts that while transition management orients the leader and
the organization toward a final product or outcome—what he calls change
management—its primary purpose focuses on the personal and emotional process of
developing a new identity (66). Change may occur in an instant, as in the case of the
announcement of a new pastoral appointment, and can start on a particular date. New
beginnings, however, emerge much more slowly and, if mishandled or overlooked, can
fail to take hold. When a new beginning fails to occur, “[W]hat we ought to say is that we
got people out of Egypt but they’re still wandering somewhere in the wilderness” (73).
New beginnings require the leader and organization to adopt a new corporate identity.
Oswald warns pastors and congregations to beware of celebrating success too
early in the transition process. People may characterize the initial good feelings in a new
situation as the so-called honeymoon but, in an interview with Marshall Shelley and Dean
Merrill, Oswald posits that leaders and organizations should more accurately understand
this period of a transition as one of suspended judgment (Passages 16). Disruption in the
relationship between pastor and congregation occurs when both parties fail to share and
negotiate expectations. Values and styles may diverge, and the flaws that pastor and
congregation once overlooked suddenly become points of contention. At the beginning of
a new appointment, both pastor and congregation tacitly believe they can eventually
change the other, but time and experience reveal that such change does not occur easily,
if at all. Changes in the external environment of the congregation or community or in the
internal lives of the people may also arise as potentially disruptive influences. When the
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disruption becomes significant, people often desire a return to the past (“return to
Egypt”), a renegotiation of the relationship, or outright termination. New pastoral leaders
and congregations must take into account the fact that transition requires a great deal of
effort and a willingness to work through the wilderness period in order to reach the
promised land of a new future.
The New Leader Assimilation Model
In 1973, General Electric employees Lynn Ulrich and Mike Schiavoni received
requests from management to support new leaders having assimilation problems with
their teams, so they constructed an intervention using an employee survey focused on the
clarification of the team’s expectations. They then shared this survey with the leader for
the purpose of communication and potential change. Ulrich and Schiavoni noted that this
intervention had little impact on the intended purpose of facilitating the assimilation of a
new leader into an existing team. They subsequently redesigned the model, and the
resulting model emerged as a four to six-hour leader assimilation process that used an
outside facilitator to manage the communication process between the new leader and the
employee team (Manderscheid 691).
Manderscheid researched Ulrich and Schiavoni’s New Leader Assimilation Model
as part of a study on early interventions for new leaders transitioning into existing teams
from the outside. He outlines the model as follows:
1. The facilitator meets with the new leader to explain the process and asks
the leader to distribute an invitation to his or her team asking them to
participate in a leader assimilation (30 minutes).
2. First session: The facilitator meets with the leader’s team independent
of the leader. The facilitator solicits feedback from the team using the
prepared questions below. The leader will kick-off the session to show
support for the intervention and then leave (1-2 hours).
a. What do you already know about the leader?
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b. What don’t you know, but would like to know, about the leader?
c. What are your concerns about the leader becoming your leader?
d. What information or actions do you want most from the leader?
e. What does the leader need to know about this team?
f. What are the major challenges the leader will face in the first year?
g. What are the major challenges the leader and the team will face
during the next year?
h. What specific suggestions do you have for meeting these challenges?
3. The facilitator shares the information from the first session with the
leader (30-60 minutes).
4. Second session: The leader meets with the team, they collectively
review the feedback, and they establish a plan for moving forward. The
facilitator attends, but lets the leader facilitate the session. (691)
The assimilation process typically occurred sixty to ninety days after a new leader
transitioned into his or her role. General Electric still uses the process today, though not
with the same frequency. At one point, 95 percent of leaders from outside the company
who assumed leadership roles at General Electric, or transferred internally, experienced
this leadership assimilation process (691).
Manderscheid evaluated three cases of transitioning leaders who used this
process, each of which were facilitated by the same organizational development
professional. Data collection included observation, pre- and post surveys, and interviews
with the new leaders and their direct reports using a structured interview protocol. The
research suggested “thorough communication prior to the assimilation was critical to
ensuring success” (696). A discussion of the purpose, process, and potential payoff of the
assimilation process allowed participants to approach it positively and to engage in the
process with little, if any, hesitation.
While the process questions may need to be modified to fit a particular team’s
situation, Manderscheid underscores the importance of using an outside facilitator to
manage the assimilation process because it allows for honest feedback to the leader (697).
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A good facilitator also identifies themes and context in the data and increases the
likelihood of process follow-up for both the leader and the team. Manderscheid’s
conclusion provides supporting evidence for facilitated assimilation as an effective
method to help new leaders to adapt quickly and build relationships with his or her team
(698).
The new leader assimilation model provides evidence that facilitation of the
transition process by an outside expert could offer another layer of efficacy to Watkins’
and Bridges’ transition models. Honest feedback on expectations and performance,
particularly in the early period of suspended judgment, may otherwise prove difficult as
both the new leader and team may be struggling to learn about one another.
In terms of clergy transitions in the United Methodist Church, the district
superintendents act as judicatory facilitators for new pastoral appointments but, in my
experience, pastors and SPRC members may view these official persons with suspicion
because they represent the external power that orders the transition to occur. The leader
assimilation model may provide another layer of the initial pastoral introduction, wherein
the district superintendent conducts the initial meeting of the new pastor and
congregation but then a trained facilitator (lay or clergy) works the pastor and SPRC
through an assimilation process based on Ulrich and Schiavoni’s model. If a key task of
transition involves communicating expectations, then the new leader assimilation process
offers an initial opportunity for an honest exchange of information that might presage a
good beginning to the process of pastoral transition.
The new leader assimilation model seems most useful in the initial conversations
surrounding transition. The model may provide some initial guidance to the learning
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process, but the transition tasks outlined in Watkins’ and Bridges’ models would continue
as planned.
Summary of transition models. Each of the transition models summarized offers
a set of potential transition tasks for consideration by both new clergy leaders and
congregations in the midst of transition. The first research question in the study aims at
identifying which of these tasks will emerge as the most critical to the execution of an
effective pastoral transition.
Motivational and Hygiene Factors in Clergy Transition
Leadership transition models propose a comprehensive sets of tasks that new
leaders and organizations must execute in order for the transition to reach the breakeven
point successfully. A discussion of the nature and characteristics of the breakeven point
appears in the next section of this chapter, but the literature suggests that both the process
and completion of transition require more attention to psychology than technique.
Randall states that a pastoral transition is a time when both the congregation and pastor
are at the height of their expectancy cycles, which shake their normal internal structures
and identity. Randall asserts, “Psychologically, ministers do not serve congregations;
they serve and interact with their images and expectations of what congregations are”
(18). Conversely, the congregation also projects its needs, fantasies, history, and
expectations on the new pastor. Transition creates a psychological vacuum that exposes
and questions routine behaviors, assumptions, and expectations, leading to either
developmental change or a disastrous collapse (17). Oswald, Heath, and Heath
characterize these often unspoken expectations as psychological contracts. These
psychological contracts are ubiquitous in that every individual church member has one
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with the pastor, and the nature of the contract varies with the type of church (123). In
smaller churches, for example, members will often expect a personal relationship with the
pastor, while in a very large church a pastor will have contracts with staff people and
with powerful formal and informal lay leaders within the congregation.
Oswald, Heath and Heath thus reveal the inherent problem with psychological
contracts:
When members are upset with either the congregation or the pastor, it is
usually because the unspoken, often unconscious psychological contract
has been broken. This creates a particular challenge for a new pastor, who
may have inherited the contracts that members had with their predecessor.
Clergy should realize that much of this contract will surface in their first
substantial meeting with a member; role negotiation of the contract may
be going on at the first meeting, whether it is conscious or not. (124)
The potential pitfalls of the psychodynamics inherent in pastoral transition vary widely,
and a good start to a new pastoral appointment may prove difficult if no one addresses the
psychological dimension in a way that provides for the appropriate satisfaction of the
psychological needs of both the congregation and the pastor.
Creating a positive, open environment that exposes the unspoken expectations and
psychological contracts may, by contrast, appear to contribute initially to feelings of
satisfaction in both new leaders and their teams. The efficacious execution of the
aforementioned transition tasks might somehow contribute toward the alteration of the
cycle of expectancy, moving it toward mutual support rather than suspicion and
negotiating new psychological contracts for a new season in the life cycle of both the
leader and the organization. Identifying the feelings, perceptions, and attitudes that lead
to the psychological satisfaction for the leader, the individual, and the corporate psyche
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of the organization in the midst of leadership transition emerges as a key aspect of a study
focused on pastoral transitions.
Hygiene Theory.
As stated in the introduction to this study, the study of hygiene factors appears to
have significant relevance to the conduct of effective leadership transitions. The central
question of the study by Herzberg, Mauser, and Snyderman involved determining the
periods of time in a participant’s work history in which his or her feelings about the job
trended unquestionably higher or lower than usual (14). Herzberg, Mauser, and
Snyderman understood that most studies of the workplace measure satisfaction by asking
workers to rank a list of factors that are predetermined by researchers, such as a
quantitative survey using a Likert scale. Herzberg, Mauser, and Snyderman assert that
this type of research model proves vulnerable to a number of distorting forces, including
unconscious motives, a person’s attitudes about money and salary, or a desire to please
the investigator with higher scores. Herzberg, Mauser, and Snyderman instead believed
that these distortions recede when respondents talk about their actual experiences during
periods of satisfaction or dissatisfaction, versus ranking or rating responses to a
quantitative survey (15). Herzberg, Mauser, and Snyderman thus used a semi-structured
interview protocol and group and observational studies to glean data from participants,
believing that “a qualitative investigation of the factor-attitude-effect complex was a
prerequisite to quantification of both attitudes and criteria” (17). The researchers
interviewed a large representative sample of workers in several different sizes of
companies in different industrial settings in the Pittsburgh area and then coded the
workers’ responses using content analysis. Herzberg, Mauser, and Snyderman chose an a
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posteriori approach to the data, believing “the most valuable analysis would be one which
emerged from the material itself” (37). The criteria for data collection thus revolved
around the workers’ stories of an event or a series of events bounded in a particular time
and that took place during times when they perceived their feelings and attitudes about
their jobs as either exceptionally good or exceptionally bad (40). Hygiene theory seems to
have emerged from a type of grounded theory approach to data collection and analysis.
Herzberg, Mauser, and Snyderman coded the results of the data collection
interviews into two categories. The researchers defined first-level factors as the objective
elements of the situation or story that became the source for a worker’s good or bad
feelings about the job. The first-level factors—in order of appearance in the coding
scheme—included recognition, achievement, the possibility of growth, advancement,
salary, interpersonal relations, technical supervision, responsibility, company policy and
administration, working conditions, the work itself, factors in the worker’s personal life,
status, and job security. Second-level factors, concerned with feelings about the events
themselves, arose from each responder’s answer to the question, “What did these events
mean to you?” (49).
The results of the research conducted by Herzberg, Mauser, and Snyderman
indicate that when people felt happy about their jobs, they most often described factors
related to tasks or events that indicated success to them in their work and potential for
professional growth and advancement. The researchers defined these factors as
motivators. Conversely, when workers reported feelings of unhappiness those feelings
most often had nothing to do with the job itself but with the conditions or environment
that surround the performance of the job. “These events suggest to the individual that the

Kaylor 65
context in which he performs his work is unfair or disorganized and as such represents to
him an unhealthy psychological work environment” (113). Herzberg, Mauser, and
Snyderman refer to these negative feelings as hygiene factors because they are related to
potential-yet-preventable health hazards. As personal hygiene operates to alter one’s
environment for the purpose of preventing disease (e.g., garbage disposal, water
purification, regular cleaning) so should alterations of the work environment serve to
remove the impediments to job satisfaction. Hygiene factors in the workplace include
supervision, interpersonal relations, physical working conditions, salary, company
policies and administrative practices, benefits, and job security. Job dissatisfaction ensues
when these factors drop below an acceptable level for the employee (113). The results of
the study indicate that a combination of strengthening motivators and attention to hygiene
factors might enable individuals “to develop their own ways of achieving the ends that
are presented to them by a centralized authority” (137). The presence of certain positive
hygiene factors would seem likely to affect the perception of success and satisfaction in
leadership transitions.
Critique of Hygiene Theory.
A number of researchers have applied and critiqued hygiene theory. George B.
Graen, for example, applied the theory to research and development engineers and
determined that the dimensions of job satisfaction posited by Herzberg, Mauser, and
Snyderman did not result in homogenous groupings when applied using quantitative
scales of importance to job satisfaction for each of the dimensions. Graen posits, “[W]hat
is needed to measure the dimensions postulated by Herzberg and his associates are
objective psychometric measures” (564). Ronald J. Burke supports Graen when he asserts
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that the two-factor theory of motivation and hygiene constructed by Herzberg, Mauser
and Snyderman may represent an oversimplification of job satisfaction (317). Burke
surveyed college students enrolled in an introductory industrial psychology course. The
results of his study concluded that the distinction between motivators and hygiene were,
in fact, neither unidimensional nor independent constructs; “however, this does not mean
that the distinction between factors revolving around the social and technical
environment of the job is not an important one” (321). Such distinctions may relate to the
unique nature and environment of a particular job or situation within that job.
Leadership transition seems a likely candidate to represent those situations in
which a new set of motivators and hygiene factors emerge for a set period of time and
offer generalizable practices for others in a similar situation. This study used a grounded
theory approach, modeled on the work of Herzberg, Mauser, and Snyderman, in order to
glean data in the form of stories, impressions, and feelings (hygiene factors) that emerge
during a pastoral transition. The study also measured the effects of motivators or
objective tasks that, if completed, may contribute to a positive transition experience for
both the new pastor and congregation.
William K. Grollman’s study of hygiene factors in professional education
provides a model of the application of hygiene theory to a specific work setting, namely
the comfort level and well-being of students in a particular professional development
course. While the course content itself addresses motivational factors, such as the
curriculum, the information learned, and the potential of using that information for
advancement in the workplace or additional skill development, the environmental
hygiene factors surrounding the course may affect the participants’ psychological
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perceptions and experience of the course itself. Grollman cites hygiene factors, such as
program time schedule, the mixing of people into groups, the prevalence of recreational
activities during breaks, the amenities in the conference facility, and the adequacy of
expense money for the event as a few of the hygiene factors, that contribute to a
successful program. He concludes, “The most important lesson to learn is that, even if a
program is educationally sound in all other respects, its degree of success or failure often
hinges on the hygiene factors affecting the total learning environment” (88). Hygiene
factors apply and adapt to a variety of unique settings and situations.
Patterns in Social Environments.
Rudolf H. Moos’ work provides an additional layer to hygiene theory by
addressing the impact of the social environment on feelings of satisfaction in a variety of
social settings. Moos posits three broad categories of dimensions that apply to social
environments: relationship dimensions, personal development dimensions, and system
maintenance and change dimensions: “These categories of dimensions are similar across
many environments, although vastly different settings may impose unique variations
within the general categories” (330). While the move from one church to another can take
a pastor into a vastly different social, economic, and cultural climate than his or her
previous church, Moos’ three dimensions remain present and applicable.
Moos understands relationship dimensions in terms of the nature and intensity of
personal relationships within a particular environment. Relationship dimensions thus
“assess the extent to which people are involved in the environment, the extent to which
they support and help one another, and the extent to which there is spontaneity and free
and open expression among them” (330). Cohesiveness, for example, reflects the extent
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to which members of a family or group concern themselves with the other members.
Support, another relationship dimension, involves the extent to which people help one
another willingly. The degree of expressiveness or spontaneity depends on the nature of
the environment. Military units, for example, tend to value less spontaneity, while
churches may encourage more.
The personal development dimensions involve the ways in which personal growth
and self-enhancement occur in a particular social environment. These dimensions tend to
vary among different groups. Families may seek to move members toward independence,
for example, while a military unit may use promotion and increased responsibility as a
gauge of personal development. In churches—particularly churches in the Wesleyan
tradition—the personal development dimension may find its theological equivalent in the
doctrine of sanctification or Christian perfection or in an understanding of the goal of the
Christian life as a call to grow more and more into the image of Christ. A key
environmental factor for new leaders to learn and engage involves understanding what
people in a social system value as markers for personal growth.
Social systems “evaluate orderliness, the clarity of expectations, the degree of
control, and the responsiveness to change” in the social environment through the
systemic dimensions of maintenance and change” (Moos 331). Moos summarizes these
basic dimensions as order and organization, clarity, control, and innovation (331).
Clarification of roles and expectations thus emerges as another key factor in leadership
transition.
Moos asserts that the presence and maintenance of these dimensions of social
environments have a direct impact on the satisfaction, moods, and performance of the
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people within them. He supports the conclusions of Herzberg, Mauser, and Snyderman in
that certain factors in a particular social or work environment can contribute positively or
negatively to individual perceptions and feelings of success or failure.
Motivation and Hygiene in Leadership Transitions.
One significant gap in the literature surrounding leadership transitions concerns
the analysis of motivation and hygiene factors present in the psychological and logistical
event of transition. Ira Levin agrees that few studies outline the process of transition and
assimilation of new leaders and how effective facilitation creates an environment for
success (58). Daniel Charles Feldman offers one of the few contributions to the literature
by arguing for three key indicators of socialization that seem to correspond with the
aforementioned hygiene factors. Feldman’s first factor, anticipatory socialization,
describes the new group member’s learning before he or she joins the new organization.
Accommodation then adjusts the new member’s understanding by revealing what the
organization is really like, perhaps causing an initial shift in the new member’s role,
attitude, values, or skills. Lastly, role management describes the point at which the new
member masters the skills of the job, makes adjustments to the organization’s values and
goals, and begins managing conflict between his or her group and the demands of other
groups (380).
Influenced by Feldman, Levin offers his own trio of assimilation indicators for
new leaders. Role clarity refers to the process through which the new leader acquires
knowledge about the new role, including tacit knowledge that may require the new leader
to work harder to learn. Self-efficacy is the point at which the new leader becomes
proficient in the competencies required by the role. Finally, social acceptance involves
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building relationships with key stakeholders in order to clarify ongoing roles and
expectations and to garner needed social support during the stress of transition (58). The
ability for a new leader to clarify roles and expectations, to receive the information
needed to be competent and informed in the new role, and to relate well with individuals
within the organization may correspond to hygiene factors that contribute to effective and
satisfactory transitions.
Weese and Crabtree offer a list of objective indices for a healthy transition,
including the recruitment of a pastor with the appropriate gifts and skills for the
congregation’s needs and mission and a proper orientation of the new pastor to the
position and the congregational culture. Communication through each phase of the
transition ensures that the congregation receives adequate information. Additional
objective indices of health in a congregation may include measures of the congregation’s
financial strength, worship attendance, continuity in lay leadership and key ministries,
spiritual strength, and a clearly defined understanding of the role of the new pastor (42).
Weese and Crabtree also advocate for climate indices, which approximate an
understanding of hygiene factors. Climate indices are “measures of health in the climate
of the congregation around issues of warmth and support, morale, openness to change,
conflict management, decision making, and faith centrality…” (42). Climate indices and
hygiene factors both refer to the impact of environment on feelings of satisfaction.
While Weese and Crabtree offer their list of indices of congregational health as
markers for clergy and congregations to monitor during transition, the question still
remains as to precisely what hygiene factors, if any, cause satisfactory experiences,
feelings, and attitudes in both the new pastor and the congregation in the midst of
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transition. This study sought to bridge this particular gap in the literature by researching
the question of hygiene factors among transitioning clergy and congregations.
The Breakeven Point or the End of Transition
Two key foci frame the study: the execution of key tasks during a pastoral
transition and the presence of motivators and hygiene factors as contributors or inhibitors
to the transition process. The third focus concerns the definition of the end of a transition,
or the point at which a pastor and congregation agree that the transition has ended and
their relationship normalizes. Watkins defines the end of transition as the breakeven point
or the point at which the new leader adds as much value to the organization as he or she
receives from it. The metrics for measuring this point, however, may tend to vary widely
from organization to organization, as would the time period needed to reach it. Peter H.
Daly and Michael Watkins write that research into leadership transitions indicates that a
mid-level, senior leader takes six months to reach the breakeven point in a transition to a
new leadership role, while government leaders may take even longer (9). The nature of
value constitutes another variable. Value in business may refer to the financial bottom
line, while the definition of value in a clergy transition may refer to emotional,
theological, and/or administrative capital.
The end of transition may emerge more from mutual perception than a defining
set of quantitative measurements. Bridges, for example, notes, “There’s seldom any big,
publicly visible change-event to serve as a marker—just a gradual end to ‘the way we
used to do things’” (93). In terms of the Exodus metaphor, the end of transition is the
shift from taking and staking out territory to occupying it (81). Douglas Sagal, writing
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about rabbinical transitions, compares the end of transition to Abraham’s story, when
God reckoned Abraham’s belief and faithfulness to the patriarch’s merit (Gen. 15:6):
Similarly, if transition has proceeded well, there will come a time when
most matters will be reckoned to the new rabbi’s merit. In other words, he
will be perceived as loving the congregation and its members and his
decisions will be viewed most often in a positive light. The members will
come to see their rabbi—even when they disagree with him—as a loving
and caring individual who has their best interests at heart. At that point the
transition can be effectively viewed as completed. (10)
Carl Dudley offers a more simple definition of the end of clergy transition: The people
accept you “when they begin to tell stories on you” (qtd. in Gouedy 22). The end of
transition involves both a shift in perception of the new leader and a change in focus for
the organization.
Gabarro sums up the end of transition or “the end of the taking-charge process” as
the point at which the organization no longer perceives the leader as new (32). At some
point in the transition process, managers either establish credibility and a power base or
they do not. The key is having enough time to “shape their situations and be judged by
the results of their actions” (33). While the transition process tends to move relatively
rapidly, the implementation of slower incremental change and the emergence of routine
marks the end of transition.
The question remains, however, whether more specific markers exist that signify
to both pastor and congregation that the transition has ended and that each accepts the
new reality as familiar, accepted, and future focused. If these markers exist, they would
likely correspond to an understanding of the end of transition as the point at which the
community accepts the itinerant stranger. I designed the research method study in order
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to elicit stories and perceptions of the end of transition, and to add some more definitive
data to the literature on pastoral transitions.
Research Design
My study used a grounded theory design, which John W. Creswell defines as “a
systematic, qualitative procedure used to generate a theory that explains, at a broad
conceptual level, a process, an action, or an interaction about a substantive topic” (432).
Researchers use grounded theory to study a process, or explain an action or interaction
among people. Grounded theory researchers glean data using qualitative instruments,
such as semi-structured interviews along with methods such as critical incident technique
and constant comparison, in order to develop a hypothesis grounded in the data (Stern
68). Grounded theorists approach their research systemically, explaining the relationships
among incidents, concepts, categories, and properties (Stillman 499).
Grounded Theory as the Research Model for This Study
I chose grounded theory as the research method for this study because the nature
of pastoral transition involves a series of events and relationships between people and
because of the overall systemic nature of the United Methodist appointment system.
While the leadership models I outlined provide some overview of the theories behind the
execution of essential transition tasks, the gaps in the literature indicate that theories
concerning motivation and hygiene factors in clergy transition have yet to emerge. In
addition, the body of research lacks theories concerning the identification of the end of a
pastoral transition. I designed the study as a means of generating new theories that would
contribute significantly to the literature concerning clergy transition.
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Similar Studies Using a Grounded Theory Design
Oliver B. Dongell’s 2006 dissertation used a grounded theory approach to study
preparation for the process of change in churches. Dongell collected data through
interviews with ten pastors of large membership churches. His findings revealed a theory
of preparation for organizational change when much of the literature focused on the
process of change itself.
Sharon M. Allen’s 1996 study of parent education aimed to develop a grounded
theory from the educational experiences of primary school children. The emergent theory
identified the importance of communication in the process of becoming a parent (iv). She
developed the parent talk theory out of the grounded research and designed a curriculum
for use with practitioners in the field.
Carl C. Green’s 2005 dissertation on the relationships among pastoral leadership,
congregational structure, size, life cycle stage, and organizational culture characteristics
used a grounded theory method because no extant study to that point had addressed these
characteristics in relationship to church leadership. The study used focus groups and data
gleaned from an organizational culture assessment instrument in order to generate
twenty-nine theoretical propositions and related corollaries. He grouped the data into
categories, including church size, life cycle stage, and growth transitions; structural
characteristics; congregational cultures; and, pastoral leadership. Green’s work represents
the connectional learning gleaned from the experiences of a wide range of pastors with
theoretical material emerging from the qualitative data.
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Summary
The itinerant nature of pastoral ministry in the United Methodist Church sends
clergy as strangers into a series of congregations over the course of a ministerial career.
Wesley designed the Methodist itinerancy as a missional strategy of sending clergy to the
places that need them most, and the annual cycle of clergy appointments ensures the
annual movement of a significant number of clergy to new churches. This itinerant
system requires both the pastor and the congregation to manage the transition effectively.
The literature concerning the tasks of leadership transition provides a helpful
framework upon which to build a plan for a pastoral transition. The models represent a
theoretical framework of transition, but the literature does not analyze the efficacy of
transition tasks as they are actually used in a clergy transition. This study thus sought to
determine which stated tasks in the literature had the most and least useful effects in
actual clergy transitions, as well as cataloguing the addition of other tasks that emerged.
Gaps in the literature exist in the identification and evaluation of psychological and
organizational hygiene factors necessary for a positive perception of transition in both
clergy and congregations. Additionally, the extant literature fails to define the specific
markers that signify the end of a clergy transition and the beginning of a new season of
ministry.
I chose a grounded theory design, using semi-structured interviews and critical
incident technique, as a means of collecting anecdotal data concerning the actual
experiences, processes, feelings, attitudes, and outcomes of pastoral transitions and the
effects of transition planning on clergy and congregations. I anticipated the emergence of

Kaylor 76
a theory of hygiene for clergy transitions, the emergence of a theory identifying the end
of transition, and an evaluation of the critical tasks of clergy transition.
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CHAPTER 3
METHODOLOGY
Problem and Purpose
The study addressed the problem of the acute vulnerability of clergy and
congregations undergoing pastoral transition and the lack of formal training in pastoral
transition in the Rocky Mountain Conference of the United Methodist Church. Gaps in
the literature exist concerning the identification of organizational hygiene factors in
pastoral transitions, the efficacy of transition planning on organizational hygiene factors,
and a clear definition of the breakeven point or the accepted end of a transition.
The purpose of the study was to identify and evaluate the critical transition tasks
for clergy leaders and Staff-Parish Relations Committees in the Rocky Mountain
Conference of the United Methodist Church, to identify the organizational hygiene
factors that are present in pastoral transitions, to evaluate the efficacy of transition
planning on hygiene factors, and to define the breakeven point for pastoral transitions.
Research Questions
My research questions focus on the critical transition tasks for clergy and
congregations in the midst of pastoral transition, the identification of organizational
hygiene factors in pastoral transition, the efficacy of transition planning on organizational
hygiene, and the accepted definition of the breakeven point, or the end of a pastoral
transition.
Research Question #1
What critical tasks must new clergy leaders and SPRC committees execute in a
new pastoral appointment? This research question identified the crucial transition tasks
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for pastors and congregations to execute in the midst of a pastoral transition. Questions in
section one of the semi-structured interview correspond to this research question.
Research Question #2
What organizational hygiene factors contribute to both the positive and negative
attitudes of clergy and congregations in the midst of pastoral transition? This research
question identified the organizational hygiene factors that emerge within a pastoral
transition and how the presence or absence of these factors contribute to or detract from
the experience of the transition. Questions in section two of the semi-structured interview
correspond to this research question.
Research Question #3
What effects do transition plans have on organizational hygiene? This research
question explored the efficacy of transition planning on organizational hygiene,
comparing data gleaned from those who underwent formal training in pastoral transition
and who executed a transition plan versus those who did not receive formal training
and/or craft an intentional transition plan. Questions in section three of the semistructured interview correspond to this research question.
Research Question #4
What do clergy and congregations accept as the definition of the breakeven point
for pastoral transitions? This research question sought to identify the characteristics of the
breakeven point or the point that clergy and congregations mutually accept as the end of
transition. Questions in section four of the semi-structured interview correspond to this
research question.
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Population and Participants
The eighteen participants in this study consisted of two sample groups. The 2010
group consisted of five RMC clergy and four SPRC chairpersons who underwent a
pastoral transition in 2010. The 2011 group consisted of five RMC clergy and four SPRC
chairpersons who underwent a pastoral transition in 2011 and who attended a researcherdesigned and led workshop on pastoral transition. The participants ranged in age from 3579, with varied experience in ministry. Many of the participants had undergone more than
one pastoral transition over the course of their ministry or church involvement.
I interviewed each participant individually using a semi-structured interview
protocol. The nine interview participants in the 2010 group emerged from a pool of both
clergy and SPRC candidates who underwent a clergy transition in 2010, responded to my
e-mail invitation, and signed an informed letter of consent. The participants in the 2010
group ranged in age from 40-62. Eight males and one female participated in the group.
The nine interview participants in the 2011 group emerged from among those who
attended one of the researcher-designed and led workshops on pastoral transition, which
took place at St. Andrew United Methodist Church in Highlands Ranch, Colorado, on 14
May 2011, and at Hope United Methodist Church in Greenwood Village, Colorado, on 16
June 2011. All the attendees at the workshops received a verbal invitation to participate
in the study. I selected five clergy from a pool of those who responded to the verbal
invitation. The five selected clergy received a formal invitation by e-mail a week later,
along with a copy of a letter of informed consent. The five selected clergy provided me
with the names and contact information for their corresponding SPRC chairpersons or
representatives. I contacted each of those five laypersons, but only four responded to the

Kaylor 80
request for an interview. The participants in the 2011 group ranged in age from 35-79.
The 2011 group consisted of five males and four females.
Design of the Study
My study used a qualitative grounded theory design with a theoretical, nonprobability sampling of clergy and SPRC chairpersons divided into two groups. The
study used a semi-structured interview protocol in order to collect data from each
individual participant. The interview process aimed at category saturation. Data analysis
consisted of open, axial, and selective coding.
The first phase of the project consisted of preparation for data collection, which
involved an e-mail invitation sent to RMC clergy who had undergone a pastoral transition
in 2010. Of those clergy who responded positively, I selected five participants and then
asked each participant for the contact information of the SPRC chairperson who had
helped manage the pastoral transition for the church. The SPRC chairpersons each
received an email invitation to participate in the study. The resultant five clergy and four
SPRC chairpersons who responded affirmatively to the invitation became the 2010 group.
The 2011 group consisted of five clergy and four SPRC chairpersons selected from the
pool of persons who attended one of the researcher-designed and led transition
workshops on 14 May 2011 and 16 June 2011, and who responded positively to both a
verbal invitation at the workshop and a formal invitation via e-mail. I completed all
preparation for data collection by 16 June 2011.
The second phase of the project involved collecting the data. The interviews with
the 2010 group took place between 15 June and 30 September 2011. The interviews with
the 2011 group took place between 1 October 2011 and 24 January 2012.
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The third phase of the project involved analyzing the data. Data analysis of the
semi-structured interviews involved open, axial, and selective coding. During the fourth
phase of the project, the findings of the study emerged though the analysis of the data.
Instrumentation
The instrument consisted of ten semi-structured interview questions, organized
into four sections corresponding to the four research questions. Each interview with the
participants lasted no longer than one hour. I recorded the interviews via digital audio
using a personal digital audio recorder or online via Skype and Call Recorder.
Pilot Interviews
At the initial meeting of the Research and Reflection Team for the study, which
took place on 2 April 2011, the team reviewed the interview questions and offered
comments. The team consisted of Dr. M. Lynne Lane from the University of Colorado at
Colorado Springs, Dr. Donald Bird, Sr., of the United States Air Force Academy, Dr. Ted
Bauman, Superintendent of the Lewis-Palmer School District, Dr. Dan Nigolian, retired
Air Force chaplain and United Methodist Pastor, and Ruth Swenson, SPRC member from
Tri-Lakes United Methodist Church. The team suggested several alterations to the draft
list of interview questions, which resulted in the set of interview questions used in the
pilot interviews appearing in Appendix B.
Three pilot interviews tested the validity of the questions. Two pilot interviews
took place with RMC clergy who transitioned to new pastoral appointments in 2009 or
earlier, and one with a member of the SPRC at Tri-Lakes United Methodist Church in
Monument, Colorado. The clergy participants in the pilot interviews were Rev. Dr.
Randy Jessen of Wilson United Methodist Church in Colorado Springs, Colorado, and
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Rev. Donald Bird, Jr., of First United Methodist Church in Canon City, Colorado. The
SPRC participant in the pilot interviews was Ruth Swenson, SPRC committee member.
The Jessen interview took place on 14 April 2011 at 2:30 p.m. in Colorado Springs,
Colorado. The Bird interview took place on 11 April 2011 at 12:30 p.m. in Colorado
Springs, Colorado. The Swenson interview took place on 14 April 2011 at 11:30 a.m. in
Monument, Colorado. The initial interview questions appear in Appendix B. Each pilot
interview took place in person using a digital recorder.
The results of the pilot interviews indicated that the interview questions did
indeed generate data concerning transition tasks, hygiene factors, and the breakeven point
for pastoral transitions. For example, similarities emerged in all three interviews
surrounding the clarification of expectations in a pastoral transition, which appeared as a
key hygiene factor, as did the use of a communication strategy prior to the beginning of a
new appointment. The conduct of the interviews revealed, however, that question 1
required alteration for clarity, and questions 7 and 8 proved redundant. The participants
of the pilot interviews suggested no further alterations or clarifications to the interview
questions. The resulting revision of the interview questions appears in Appendix B.
Variables
The independent variables included the selected participants for the 2010 and
2011 groups and the presence or absence of transition plans in the participants’ pastoral
transitions.
The dependent variables included the transition tasks clergy and congregations
actually executed in the midst of pastoral transition, and their experience of transition as
measured by the interview questions.
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The intervening variables comprised the nature of the participants’ varying
circumstances that led to the initiation of pastoral transition. These variables included the
voluntary or involuntary initiation of the transition, the pastor’s family circumstances, the
congregation’s emotional state, the preceding pastor’s role, and how the pastor and
congregation managed their departures from the previous pastoral appointment.
Reliability and Validity
I measured the reliability of the study by its potential replication by other
researchers under similar conditions and with similar participants, namely United
Methodist clergy. The interviews gleaned consistent information within the population
measured, and the study anticipates similar consistency among other United Methodist
clergy in other annual conferences in the United States.
The convergence of data using twenty different sources confirmed the validity of
the study. A series of three pilot interviews confirmed the usability and consistency of the
questions in the semi-structured interview protocol. The sample population of United
Methodist clergy and SPRC chairpersons contained a wide variety of transition
experiences. I conducted the semi-structured interviews using the same set of questions
and digitally recorded the responses.
Data Collection
The study used a qualitative grounded theory design consisting of semi-structured
interviews with two groups of clergy and laity. The 2010 group consisted of five clergy
and four SPRC chairpersons who underwent a pastoral transition in 2010 or earlier. The
2011 group consisted of five clergy and four SPRC chairpersons who underwent a
pastoral transition in 2011 and who each participated in a researcher-designed and led

Kaylor 84
workshop on clergy transition. The study took place between 15 June 2011 and 24
January 2012.
The study proposal received approval from the proposal committee at Asbury
Theological Seminary on 10 June 2011. The three pilot interviews took place prior to the
approval of the proposal. I altered question 1 as a result of the pilot interviews and
eliminated questions 7 and 8 as redundant. The original and revised lists of questions
both appear in Appendix B.
On 14 May 2011, I conducted a workshop on clergy transitions at St. Andrew
United Methodist Church in Highlands Ranch, Colorado. As a result of the positive
response to that workshop, the Board of Ordained Ministry asked me to repeat it for
another group of clergy and SPRC chairpersons on 16 June 2011. The clergy and SPRC
participants in each of the workshops received a verbal invitation to be part of the study.
Five of the clergy responded positively to the invitation. The five clergy received an email invitation from the researcher after the conclusion of each workshop. Those who
responded positively received an additional e-mail containing a letter of informed
consent. Each clergy participant provided the name of his or her SPRC chairperson, and I
contacted each SPRC chairperson via e-mail with a request for interview. In the 2011
group, as in the 2010 group, one church SPRC chairperson failed to respond to repeated
invitations for an interview, thus the data from only four SPRC chairpersons appears in
this group. Each participant received a letter of informed consent prior to the interview. I
explained that the interviews with this group would begin after 1 October 2011 in order
to provide time for the clergy and SPRC chairpersons to work through the initial months
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of their transition and execute a transition plan based on the principles learned in the
workshop. The interviews with participants in the 2011 group took place as follows:
Participant 11A: 3 November 2011 at 2:20 p.m. via Skype.
Participant 11B: 28 November 2011 at 11:15 a.m. via Skype.
Participant 11C: 14 November 2011 at 4:00 p.m. at participant’s church office.
Participant 11D: 14 November 2011 at 5:00 p.m. at participant’s church office.
Participant 11E: 2 December 2011 at 10:30 a.m. via Skype.
Participant 11F: 8 December 2011 at 8:44 a.m. via Skype.
Participant 11G: 5 December 2011 at 1:25 p.m. via Skype.
Participant 11H: 5 December 2011 at 1:59 p.m. via Skype.
Participant 11I: 24 January 2012 at 10:51 a.m. via Skype.
On 11 June 2011, eight clergy from the RMC who had transitioned to new
pastoral appointments in 2010 received an e-mail invitation to participate in the transition
study with a deadline of 30 June set for response. From those who responded to the
invitation, I selected five clergy to participate in the 2010 group of the study and emailed
a confirmation to them with a letter of informed consent. In that e-mail, the clergy also
received a request for the contact information for the SPRC chairperson or a committee
member who presided during their pastoral transition. Those five recommended SPRC
chairpersons or members received a separate e-mail invitation to the study, along with a
letter of informed consent. Only four of the recommended SPRC chairpersons or
members responded to the invitation, despite repeated requests via phone and e-mail. I
explained to each participant that both the participant of us would sign the letter of
informed consent prior to the conduct of the interview. I explained to each participant
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that interviews would take place between 30 June and 30 September 2011. The
interviews for the 2010 group took place on the following dates, times, and locations:
Participant 10A: 20 June 2011 at 3:00 p.m. at Starbucks in Colorado Springs,
Colorado.
Participant 10B: 2 September 2011 at 11:30 a.m. at Quizno’s in Colorado Springs,
Colorado.
Participant 10C: 23 June 2011 at 9:30 a.m. via Skype.
Participant 10D: 23 June 2011 at 10:00 a.m. via Skype.
Participant 10E: 12 July 2011 at 11:00 a.m. at participant’s church office.
Participant 10F: 13 July 2011 at 6:00 p.m. via Skype.
Participant 10G: 21 September 2011 at 10:00 a.m. at participant’s church office.
Participant 10H: 29 September 2011 at 2:00 p.m. via Skype.
Participant 10I: 3 October 2011 at 9:30 a.m. at participant’s church office.
Each interview began with an explanation of the confidentiality and security of
the interview data including storage of the audio files in a password-protected flash drive
in a locked file box stored in the locked file cabinet in my home office. The computer text
file from the eventual text transcription of the interview would be stored on the same
flash drive, while any files relating to the interviews temporarily stored on my computer
would be password protected. After informing them of these procedures, I asked each
participant to sign an informed consent letter, a copy of which appears in Appendix A. I
stored the signed informed consent forms in the same locked file box as the flash drive.
I analyzed the data from the interviews from 15 October 2011 to 27 January 2012
and completed data collection and analysis on 27 January 2012.
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Data Analysis
The study utilized open, axial, and selective coding to analyze the data from the
interviews. The responses of the participants to the interview questions yielded core
categories corresponding to the most critical transition tasks and hygiene factors in
transition. Categories also emerged concerning the efficacy of transition planning on
hygiene factors, and the characteristics of the breakeven point for clergy transitions.
Ethical Procedures
Interview participants signed an informed consent letter (see Appendix B).
Electronic and paper files and documents are stored in a locked file box in a locked file
drawer in my home office. The study identified participants only by group number (10 or
11, representing the 2010 group and the 2011 group respectively) and by letter
(Participant A, B, C, etc.). The data collected from the study was secured using the
double-lock system as previously described.
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CHAPTER 4
FINDINGS
Problem and Purpose
The study addressed the problem of the acute vulnerability of clergy and
congregations undergoing pastoral transition and the lack of formal training in pastoral
transition in the Rocky Mountain Conference of the United Methodist Church. Gaps in
the literature exist concerning the identification of organizational hygiene factors in
pastoral transitions, the efficacy of transition planning on organizational hygiene factors,
and a clear definition of the breakeven point or the accepted end of a transition.
The purpose of the study was to identify and evaluate the critical transition tasks
for clergy leaders and Staff-Parish Relations Committees in the Rocky Mountain
Conference of the United Methodist Church, to identify the organizational hygiene
factors that are present in pastoral transitions, to evaluate the efficacy of transition
planning on hygiene factors, and to define the breakeven point for pastoral transitions.
Participants
The participants in the study constituted two groups. The 2010 group consisted of
five clergy and four SPRC chairpersons or representatives who underwent a pastoral
transition in the year 2010. The 2011 group consisted of five clergy and four SPRC
chairpersons or representatives who underwent a pastoral transition in 2011 and
participated in a researcher-designed workshop on transition planning.
The 2010 group participants consisted of five clergy and four lay SPRC
chairpersons or representatives. The clergy averaged 18.8 years of experience in ministry
and had served an average of 4.8 appointments in their clergy careers. The clergy served
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churches with a median membership of five hundred people and an average membership
of 804 at the time of the interviews. The lay SPRC chairpersons or representatives
averaged 14.6 years as members of their current churches. Table 4.1 depicts the gender,
age, and ethnicity of the nine participants in the 2010 group. The group averaged 51 years
of age, with 53 as the median age. The group consisted primarily of males, with one
female participant, and consisted primarily of Caucasians, with one Pacific Islander
participating in the group.

Table 4.1. Demographic Data for 2010 group
Participant

Gender

Age

Ethnicity

10A

Female

40

Caucasian

10B

Male

46

Caucasian

10C

Male

55

Caucasian

10D

Male

41

Pacific Islander

10E

Male

50

Caucasian

10F

Male

60

Caucasian

10G

Male

53

Caucasian

10H

Male

62

Caucasian

10I

Male

53

Caucasian

The 2011 group consisted of five clergy and four lay SPRC chairpersons or
representatives. Table 4.2 depicts the gender, age, and ethnicity of the ten participants in
the 2011 group. The group consisted entirely of Caucasians, with males constituting 60
percent of the group and females 40 percent. The group averaged 57.7 years of age with
59 as the median age.
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Table 4.2. Demographic Data for 2011 group
Participant

Gender

Age

Ethnicity

11A

Male

53

Caucasian

11B

Male

54

Caucasian

11C

Male

61

Caucasian

11D

Female

68

Caucasian

11E

Female

59

Caucasian

11F

Female

79

Caucasian

11G

Male

35

Caucasian

11H

Female

71

Caucasian

11I

Male

40

Caucasian

The five clergy in the 2011 group averaged 22.6 years of experience in ministry
and had served an average of 5.4 pastoral appointments in their clergy careers. At the
time of the interviews, the clergy served churches with an average of 250 in membership,
with a median membership of 176. The lay SPRC chairpersons or representatives
averaged seventeen years as members of their current churches.
Research Question #1
What critical tasks must clergy leaders and SPRC committees execute in a new
pastoral appointment? The interview questions in section one, as outlined in Appendix B,
aimed at eliciting responses from participants that described both the most helpful and
least helpful tasks they executed during their transition.
The 2010 group, who had no formal training in transition planning, described
eight tasks as being helpful in the midst of transition. The list in Table 4.3 represents
those tasks that received at least one response from a member of the group. Of the tasks
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mentioned, four received more than one response: leaving well (3 responses), public
gatherings with the clergy and church members (3 responses), building the staff and lay
leadership team (3 responses), and hospitality of the congregation toward the new pastor
(2 responses).

Table 4.3. Most Helpful Tasks—2010 group
Task

n

%

Description

Leaving well

3

23

Prepare for successor

Public gatherings

3

23

Large group welcome event

Team building

3

23

With staff and leaders

Hospitality

2

15

Church welcomes pastor

Identity formation

1

8

Pastoral identity

Maintain balance

1

8

Between family and church

The 2010 group identified only one unhelpful task during the transition. One
participant indicated that the large public gathering the church held for him did not have
sufficient structure, which led to domination of the event by a few anxious church
members who monopolized the new pastor’s attention. Two of the participants responded
to the question about unhelpful tasks with answers that reflected hygiene factors more
than tasks; thus, I have included those responses in Table 4.5 on hygiene factors. Two
other participants expressly mentioned that everything they did helped the transition and
that no tasks were unhelpful.
The 2011 group received training in transition planning and their responses to the
questions about helpful and unhelpful tasks in the midst of transition reflect the
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application of their increased knowledge of tasks and their efficacy. The presence of a
transition team, for example, evoked eight positive responses from the 2011 group, while
none of the participants in the 2010 group engaged in the task of creating a transition
team. The 2010 group mentioned public gatherings between the new pastor and the
congregation, most of which occurred as unstructured, one-time events in large group
social settings. Most of the 2011 group, by contrast, engaged in a series of small group
gatherings in the homes of church members with a structured agenda. The 2011 group
offered eighteen total responses that I broke down into nine categories as reflected in
Table 4.4.

Table 4.4. Most Helpful Tasks—2011 Group
Task

n

%

Description

Transition team

8

44.5

Team to facilitate transition

Home gatherings

3

17.0

Small groups in homes

Hospitality—prepare
parsonage

1

5.5

Welcome tasks

Plan for early wins

1

5.5

Identity issues needing
solutions

Cooperation with
predecessor

1

5.5

Successful hand-off

Building leadership
team

1

5.5

Build staff and leaders

Pastoral care plan

1

5.5

Conduct care visits

Communication (blog)

1

5.5

Introduces pastor

Communication
(preaching)

1

5.5

Effective preaching

The 2011 group indicated no unhelpful tasks but rather stated two ways in which
helpful tasks could improve. One response from a participant serving a two-point charge
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of very small churches, for example, pointed out that small churches do not necessarily
require small group gatherings in homes because each congregation already identifies
themselves as a single small group. Another participant described the efficacy of the
transition team but saw the team’s lack of communication with the rest of the
congregation as unhelpful. Four participants indicated that everything in the transition
process they executed proved helpful.
Research Question #2
What organizational hygiene factors contribute to both the positive and negative
attitudes of clergy and congregations in the midst of pastoral transition? This research
question identified the organizational hygiene factors that emerge within a pastoral
transition and how the presence or absence of these factors contribute to or detract from
the experience of the transition. Questions in section two of the semi-structured interview
process, as outlined in Appendix B, aimed at eliciting responses corresponding to hygiene
factors contributing to satisfaction and dissatisfaction in both clergy and laity as they
transition.
The 2010 group reported five factors leading to satisfaction in the midst of
transition. The achievement of what both Kotter and Watkins call early wins topped the
list of positive hygiene factors for the group with seven responses. The achievement of a
good match of personality and competencies between the pastor and the congregation
ranked second with two responses. The hospitality of the congregation toward the new
pastor and family elicited one response, as did worship vitality and the presence of good
lay leaders who enthusiastically engaged the transition process. Table 4.5 provides a
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graphical representation of hygiene factors contributing to satisfaction in transition for
the 2010 group.

Table 4.5. Hygiene Factors Contributing to Satisfaction—2010 Group
Hygiene Factor

n

%

Description

Early wins

7

54

Solve existing problems

Good match of pastor
and church

2

15

Alignment of style

Church hospitality

2

15

Welcome events

Engagement of laity

1

8

Lay leaders invested

Worship vitality of
congregation

1

8

Worship quality

The category of early wins reveals several different types of successes that lead to
satisfaction for both pastors and congregations in transition. Table 4.6 shows the
breakdown of early wins for the 2010 group into four categories based on seven total
responses.

Table 4.6. Incidence and Types of Early Wins—2010 Group
Early Win

n

%

Description

Worship attendance

3

43

Increased attendance

Establishing credibility

2

29

Handling conflict

Administration

1

14

Solve administrative
problem

First Funeral

1

14

Pastoral care event
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The 2011 group also revealed the incidence of early wins as the key driver of
satisfaction in the midst of transition but with nearly double the responses of the 2010
group. Table 4.7 shows the breakdown of the twenty-one total responses concerning the
hygiene factors that led to satisfaction in their transition processes for the 2011 group.

Table 4.7. Hygiene Factors Contributing to Satisfaction—2011 Group
Hygiene Factor

n

%

Description

Early wins

13

62

Solving problems

Hospitality

2

10

Church’s welcome

Home gatherings

2

10

Small groups to gather data

Engagement of laity

1

5

Leadership participation

Good match between
pastor and church

1

5

Alignment of style

Laity feedback

1

5

Constructive responses

Maintaining Balance

1

5

Between family and church

The increased incidence and origins of those early wins also reveals a significant
shift in focus between the groups. The 2010 group saw increased worship attendance as
the primary early win. The 2011 group, by contrast, cited early wins in administration,
pastoral care, and preaching as more significant drivers of satisfaction. Table 4.8 lists the
early wins cited by the 2011 group in rank order.
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Table 4.8. Incidence and Types of Early Wins—2011 Group
Early Win

n

%

Description

Administration

5

38

Solving problems

Pastoral care

3

23

Meeting care needs

Response to preaching

2

15

Church responds

Handling conflict

1

8

Dealing with anxiety

Stewardship success

1

8

Increase in giving

Building team

1

8

With staff and leaders

The difference in volume and focus between the early wins in the 2010 group and
the 2011 group seem to reflect the intentionality of the 2011 group in the transition
process. While the 2010 group gave three responses concerning increased worship
attendance as an early win, a bump in attendance in the early months of transition may
also reflect the simple curiosity of congregants and community members about the new
pastor. Pastors and church leaders can plan for increased attendance, but they cannot
make it happen on their own. They must rely on others to respond to their invitation.
By contrast, the 2011 group responses reflect a more active set of early wins that
directly resulted from an intentional plan to meet a specific need in the congregation.
Most of the early wins in the 2011 group generally resulted from direct action by the new
pastors who received guidance and feedback from a transition team. Participant 11A, for
example, came into a situation where the church’s organizational structure no longer
functioned effectively. He worked with the lay leadership to reorganize the church,
brought new energy to their work together, and enabled them to set goals for the year.
Participant 11C used his experience as a childhood development advocate to improve the
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operation of the church’s preschool, which draws many children from the surrounding
neighborhood. Participant 11E led her two small congregations to begin both youth and
Sunday school programs, which were new ministries the churches had wanted for years.
Participant 11G confronted a popular member of the church who acted inappropriately
and received affirmation from many in the congregation for his deft handling of a delicate
situation. Each of these examples, as well as other examples from the interviews, show
that transition planning, including the history and guidance provided by a transition team,
enables a new pastor to identify and engage immediate needs in the congregation quickly
and effectively, which leads to early wins.
The data reveals that the achievement of early wins constitutes a key hygiene
factor leading to satisfaction for both pastors and congregations in the midst of transition.
Transition planning seemed to drive the identification and achievement of early wins in
the 2011 group.
The next level of the second research question concerned hygiene factors that lead
to dissatisfaction in both pastors and congregations in transition. The 2010 group reported
eight hygiene factors that led to dissatisfaction with predecessor issues topping the list.
Table 4.9 describes the list of factors in the order of the number of responses.
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Table 4.9. Hygiene Factors Contributing to Dissatisfaction—2010 Group
Hygiene Factor

n

%

Description

Issues with predecessor

6

35.2

Interference or neglect

Lack of communication

3

17.6

From judicatory or church

Unresolved conflict

2

11.8

Existing conflict

Acting too soon with
limited information

2

11.8

Uninformed decision
making

Challenges of scale

1

5.9

Different size of church

Conflict over gender of
clergy

1

5.9

Church wanting different
gender

Unstated expectations

1

5.9

Psychological contracts

Worship style

1

5.9

Different that pastor prefers

Issues with the incoming pastor’s immediate predecessor included both active and
passive interference. In two cases, the outgoing pastor continued to interfere with the new
pastor’s ministry by his or her continued engagement with parishioners. The active
interference included the predecessor listening and responding to complaints about the
new pastor in one case and, in the other, the now retired predecessor continued in an
inappropriate business relationship with members of the church. Passive interference
resulted from unresolved grief over the predecessor’s departure, where the predecessor
did not seem to engage fully in the emotional process in the congregation around his or
her leaving. As one respondent stated, he constantly felt the presence of his predecessor’s
ghost around the church, even though the predecessor had moved to another state.
Predecessor issues also received significant responses in the 2011 group but were
second to issues with the judicatory. While the 2010 group cited a lack of information
from the district superintendent about the appointment as a negative hygiene factor, the
2011 group named this factor at the top of the list. Two of the responses came from one
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participant, however. Table 4.10 lists the hygiene factors leading to dissatisfaction for the
2011 group.

Table 4.10. Hygiene Factors Contributing to Dissatisfaction—2011 Group
Hygiene Factor

n

%

Description

Judicatory issues

5

35.2

Lack of information or support from district
superintendent

Predecessor issues

4

17.6

Active interference by, lack of information from,
or unresolved grief over previous pastor

Unresolved conflict

2

11.8

Conflict remaining from previous appointment

Conflict over social
issue

1

11.8

Congregational anxiety over pastor’s stand on a
social issue

No dissatisfaction

1

5.9

No factors leading to dissatisfaction

Three of the responses concerning judicatory issues came from laypersons
expressing dissatisfaction with the way the United Methodist appointment system works.
The secrecy of the system prevents SPRC members from knowing anything about the
new pastor until he or she arrives for the introduction, which leads to significant anxiety
among the laity. While each layperson interviewed for the 2011 group expressed support
for his or her new pastor, three expressed a desire for more information from the district
superintendent about the new pastor, so that they could ask better questions and make an
informed decision at appointment time. As stated previously, two of the responses
concerning judicatory issues came from one pastor, who felt unfairly treated in the
appointment process.
As the 2010 group reported, the 2011 group also expressed dissatisfaction over
predecessor issues, with three of the four responses concerning a lack of information left
by the predecessor for the new pastor. Inadequate or nonexistent maintenance and
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availability of church records by the predecessor left the incoming pastor with no
statistical data by which to evaluate the church’s membership and financial situation.
In summary, the second research question revealed the achievement of early wins
as a key hygiene factor in generating feelings of satisfaction about the transition process.
The key hygiene factors that generate dissatisfaction include a lack of information and
unclear expectations from both the new pastor’s predecessor and the district
superintendent.
Research Question #3
What effects do transition plans have on organizational hygiene? This research
question explores the efficacy of transition planning on organizational hygiene,
comparing data gleaned from those who underwent formal training in pastoral transition
and who executed a transition plan, versus those who did not receive formal training and
did not craft an intentional transition plan. Answers to questions in section three of the
semi-structured interview correspond to this research question, as outlined in Appendix
B.
While the first two research questions generated similar data from both participant
groups, the question concerning the efficacy of transition planning yielded a stark
contrast between them. The 2010 group, who had no training in transition planning, did
not conceive or execute an intentional plan of transition. Only one pastor in the group had
a personal plan, which he learned from a long ago seminar, but his transition did not
involve any engagement from the congregation in the planning process. As a result, the
2010 group described a transition process that, while ultimately considered successful in
most cases, nonetheless exhibited several factors that led to initial dissatisfaction in the
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early months of the transition. Table 4.11 exhibits the effects resulting from a lack of
intentional transition planning in the 2010 group.

Table 4.11. Effects of No Transition Plan—2010 Group
Effects of No Plan

n

Acting without all the information

2

Increased congregational anxiety

2

Didn’t know what questions to ask

1

Failure to deal with grief over departing pastor

1

Failure to deal with grief over staff changes

1

All five of the pastors in the 2010 group entered congregations in crisis. In four
cases the crises revolved around church finances, while the fifth became embroiled in a
highly conflicted situation that involved the court system. Four of the pastors pointed out
that the lack of a transition plan left them without a means to gather information
intentionally to deal with the crisis, which created feelings of anxiety in them during the
transition. They also believed that the crisis situations in which they found themselves
diverted their energy from intentional management of the transition. The 2011 group,
however, used the knowledge they gained concerning transition planning and generated
plans involving both the incoming pastors and the laity of the churches. The 2011 group
thus reported the positive effects of transition planning on both the pastor and the
congregation. Table 4.12 lists their responses.
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Table 4.12. Effects of Transition Plan—2011 Group
Effects of Plan

n

Provided a roadmap to follow in dealing with
crisis.

2

Decreased congregational anxiety

2

Clarified congregational expectations and history

1

Intentional relationship-building

1

Expanded congregational involvement in process

1

The data reveals that transition planning involving both the pastor and
congregation leads them both to begin focusing on the future more quickly. The 2010
group largely referenced issues that had to do with the church’s past: lingering crisis,
departure of the previous pastor, or anxiety over a lack of information about the church’s
past. The 2011 group, by contrast, seemed more able to turn its attention forward, using
elements of the transition plan as a means for learning information, building
relationships, and increasing congregational involvement. For example, one church in the
2011 group invited its congregants to become prayer partners with members of the
transition team and expanded the number of people in the church who took ownership of
the transition process. An increased level of involvement by the laity in the transition
process tends to decrease anxiety and increase the flow of information.
The data reveals that transition planning has a positive effect on organizational
hygiene when a change of pastors occurs. The intentionality of the planning process
provides both the new pastor and the congregation with a systematic means of quickly
learning about one another and offers tools for assessment and engagement of immediate
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needs and issues. A transition plan also enables the congregation and pastor to focus on
the future together, and to move from learning about the past and present toward planning
and goal setting for the future quickly and efficiently. The fourth and final research
question deals with the end of transition and this focus on the future.
Research Question #4
What do clergy and congregations accept as the definition of the breakeven point
for pastoral transitions? This research question sought to identify the characteristics of the
breakeven point or the point that clergy and congregations mutually accept as the end of
transition. Questions in section four of the semi-structured interview correspond to this
research question, as outlined in Appendix B.
The data reveals that the definition of the breakeven point varies widely among
clergy and laity in transition and includes emotional, procedural, and numerical markers.
The point at which clergy and laity consider the transition to be over also varies. In the
2010 group, seven of the nine participants stated that their transition still continued as
they approached the one-year anniversary of the new pastoral appointment. Figure 4.13
lists the 2010 group’s reasons to believe that the transition was either over or not over.
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Table 4.13. Transition Over/Not Over—2010 Group
Over/Not Over

Reason

n

Not Over

Lingering grief over predecessor’s
departure

2

Not Over

Continuing changes

1

Not Over

Unresolved conflict

1

Not Over

Lingering financial issues

1

Not Over
Not Over

Lack of clarification in psychological
contract with certain parishioners
Philosophical—things are always in
transition

1
1

Over

Financial crisis resolved

1

Over

People feel comfortable enough to voice
concerns to pastor

1

The 2010 group list reveals that the primary indicators of the end of transition
may correspond to the end of emotional processes, such as resolving conflict or grief.
Two responses, however, indicate the end of transition as primarily the result of finding a
solution to a long-standing problem. One respondent, for example, saw the church’s
lingering financial issues as a barrier to the end of transition, while another saw the
resolution of a similar financial issue as a marker, indicating the end of transition.
Figure 4.14 reveals a similar list from the 2011 group. The 2011 group split
among five participants who felt the transition continued, three who declared their
transition over, and one who remained undecided.
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Table 4.14. Transition Over/Not Over—2011 Group
Over/Not Over

Reason

n

Over

Administrative completion of plan

1

Over

Moving from learning to goal setting

1

Over

Establishing trust and credibility

2

Not Over

Unresolved conflict

2

Not Over

Financial crisis

2

Undecided

Constant change, but we see him/her as our
pastor

1

Watkins states that new leaders reach the breakeven point when they begin to add
as much value to the organization as they receive from it. I asked each participant who
indicated that their transition had not ended to offer some markers that would signify to
them that the transition had ended. In nearly every case, the responses indicated that the
end of transition involves finding a resolution to the current situation the church faced. If
the crisis involved a lack of finances, the respondent believed that a stronger budget
would signal the end of transition. If the crisis involved flagging worship attendance,
greater numbers in the pews would signify a successful completion to transition. A
church embroiled in lingering conflict looked for a resolution to the conflict before
claiming the transition had ended.
By comparison, those who believed they had completed the transition process
pointed to the resolution of a particular task or sign. The completion of a transition plan,
the last meeting of the transition team, finishing the cycle of major church holidays in the
first year, the first major funeral, or even the time when church members no longer use
the modifier new when referring to their pastor—all of these would seem to resonate with
Watkins’ theory about the end of transition corresponding to the addition of value. While
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transition remains an emotional process of relationship building and bonding, the data
also shows that task completion and problem solving can serve as catalysts for the
success and expediency of transition.
Summary of Major Findings
The study yielded four major findings. The presence of early wins emerged as a
major hygiene factor leading to satisfaction. The effective identification of early wins
results from an intentional transition process, and the achievement of early wins
contributes significantly to reaching the breakeven point. The first three findings deal
with the interconnectedness of transition planning, early wins, and the breakeven point.
The fourth major finding identifies the need for district superintendents, pastors, and
churches to give as much attention to the process of a pastor’s exit as they give to the new
pastor’s entry. Failure to manage a pastor’s departure emerged as a negative hygiene
factor for the new pastor and congregation in both participant groups. Four major
findings emerged from the study:
1. The achievement of early wins constitutes the primary hygiene factor that
promotes satisfaction in both pastors and congregations in transition (see Tables 4.5, 4.6,
4.7, and 4.8, pp. 94-96).
2. The presence of a transition team as part of an intentional transition plan leads
to the identification of potential early wins, eases anxiety during the transition, and
generates buy-in for the transition from a greater number of church members.
3. Congregations and pastors tend to define the breakeven point in transition as
the point at which the new pastor adds value by achieving early wins that involve finding
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solutions to problems or engaging new opportunities for the church (see Tables 4.13 and
4.14, pp. 102 and 104).
4. Lingering negative issues from a predecessor’s departure constitute the most
significant negative hygiene factors leading to dissatisfaction in transition (See Tables 4.9
and 4.10, pp. 98-99).
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CHAPTER 5
DISCUSSION
Major Findings
The study addressed the problem of the acute vulnerability of clergy and
congregations undergoing pastoral transition and the lack of formal training in pastoral
transition in the Rocky Mountain Conference of the United Methodist Church. Gaps in
the literature exist concerning the identification of organizational hygiene factors in
pastoral transitions, the efficacy of transition planning on organizational hygiene factors,
and a clear definition of the breakeven point, or the accepted end of a transition.
The purpose of the study was to identify and evaluate the critical transition tasks
for clergy leaders and Staff-Parish Relations Committees in the Rocky Mountain
Conference of the United Methodist Church, to identify the organizational hygiene
factors that are present in pastoral transitions, to evaluate the efficacy of transition
planning on hygiene factors, and to define the breakeven point for pastoral transitions.
Early Wins as Key Hygiene Factor
I observed significant energy in the interview participants in both groups when
they discussed their early wins during the transition. For both clergy and laity, the
achievement of early wins contributed to their feelings of satisfaction, particularly in the
2011 group.
The data on early wins that I gleaned from the study mirrored my own experience
of transition in 2010. I achieved three intentional early wins within the first three to four
months, including increased financial giving, the resolution of a long-standing sound
problem in the sanctuary, and changes in the worship service that eliminated a lengthy

Kaylor 109
and repetitive process of receiving prayer concerns. Each of these early wins resulted
from consultation with the transition team and church leadership, and elicited good
feedback from many church members.
Both groups mentioned the establishment of trust and credibility as the most
significant byproduct of the achievement of early wins. For new pastors, credibility and
trust seem to act as a kind of currency that allows further investment in change. The more
a congregation believes its new clergy leader has their best interests at heart, the more
likely they will invest in his or her proposed changes. The investment of time and energy
into a transition process that involves both the pastor and a significant segment of the
laity working together can lead to deeper levels of trust more quickly than if the pastor
merely makes changes without building sufficient relational capital.
Perhaps the most significant observation I noted during the study, however,
concerns the effectiveness of making important changes earlier in the transition process
than conventional wisdom has long dictated. The study deconstructed the old adage that a
new pastor should change nothing for at least his or her first year at a church. Instead, the
study revealed that effective, negotiated, and timely change in the form of early wins
contributes to overall feelings of satisfaction during transition and enables the pastor and
congregation to gain momentum and effect change together sooner rather than later.
The study thus confirmed the body of literature concerning early wins. The data
from both participant groups illustrated Watkins’ assertion that early wins create
excitement and build the leader’s credibility (First 90 Days 80). Kotter’s description of
the characteristics of an early win also seemed to apply to the incidents mentioned by the
participants. The data revealed that the early wins described by participants related to
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needed change efforts in the church, provided unambiguous markers of success, and built
momentum for both pastors and congregations (122).
The achievement of early wins also corresponds to Bridges’ definition of the new
beginning phase of transition, when people are finally ready to commit to seeing and
doing things in new ways and begin to develop a new identity together (58). Levin adds
that the leader’s own self-efficacy contributes to the assumption of this new identity as he
or she become proficient in the competencies required by the role (58).
The study revealed that the achievement of early wins constitutes a major hygiene
factor in pastoral transitions. Herzberg, Mauser, and Snyderman identified positive
hygiene factors as those factors that, when present, alter the environment for the purpose
of improving organizational health (113). While the types of early wins may vary from
situation to situation, the presence of early wins alters the environment of transition by
strengthening motivation and enabling the new pastor to develop ways of achieving ends
that serve the organization as a whole. Appropriately managed and negotiated change
also contributes to positive feelings in congregations who experience change not as
something foisted upon them but as an environmental alteration that benefits everyone.
The findings of the study corroborate the assertions in the literature concerning
the importance of early wins. Early wins alter the existing environment in a church in a
positive way and provide early momentum during the transition.
The findings of the study also mirrored the importance of early wins revealed in
the biblical and theological literature, particularly in Luke 10:1-12. As Jesus sends out the
seventy, he commissions them to go and alter the environment in the communities to
which they travel. The proclamation of peace, the healing of the sick, table fellowship,
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and the announcement of the coming kingdom of God all suggest that the disciple’s
mission involved intentional alteration of the environment. Jesus commissioned the
seventy to go and bring about changes in the community’s situation, attitude, health, and
orientation toward the kingdom. Indeed, Jesus essentially sends the seventy out to
achieve early wins in advance of his coming.
According to Luke 10:17, the seventy returned from their mission energized with
the joy of success in achievement of those early wins: “Lord, in your name even the
demons submit to us!” Their palpable excitement reflects the satisfaction of achieving
some early wins that mirror the work of Jesus himself. They return in the realization that
their presence and work promoted change, which no doubt caused rejoicing in the
recipients of that work as well.
I discovered a similar sense of joy in the participants in the study whose early
wins effected change that promoted peace, healing, and health in their congregations. If
the United Methodist itinerancy exists primarily to connect pastors and congregations in
mission together, then Jesus teaches here that the mission does not involve maintaining
the status quo. Missional work equates to change work, but the changes we bring consist
of those that promote healing, health, and wholeness in the community of faith.
The study thus informs the practice of ministry by promoting early wins as a
catalyst for missional and organizational change during a pastoral transition. The
presence of early wins in a transition enables a new pastor to add value immediately to a
congregation, which then leads to feelings of satisfaction and creates momentum for
further growth and change. The study challenges the conventional wisdom that cautions
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against making changes in the first year of a new pastoral appointment and instead
promotes early wins as a missional priority in transition.
The most effective early wins, however, result from an intentional transition
planning process designed to identify the most important opportunities to add value to the
organization. Transition planning enables new pastors and congregations to learn together
and negotiate the best opportunities for early wins during transition. The second finding
of the study addresses the role of effective transition planning in identifying and
achieving early wins.
The Transition Team and Early Wins
The presence of intentional transition planning and the use of a transition team
constituted the key difference between the 2010 and 2011 groups. The transition team
provided a forum for discussion between the pastor and the congregation, which enabled
them to clarify expectations, monitor each other’s feelings, and identify key opportunities
for early wins. If the transition plan acted as a roadmap, as Participant 11A called it, then
the transition team constituted the vehicle for following that map.
During my own transition, I used the transition team to test the data I received
from the home gatherings I conducted with the congregation. After sifting the data, I
proposed several potential changes that I wanted to make in the church’s operation to
address some of the concerns raised in those gatherings. The transition team evaluated the
proposed changes, offered alterations and amendments, and then served as advocates as I
implemented the changes. When a few congregants questioned the changes, the transition
team, which consisted of some significant opinion leaders in the congregation, explained
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the rationale behind the changes and discussed how their implementation would benefit
the whole church.
The 2011 group expressed appreciation for the transition team in similar ways. “I
think it’s almost like … having spies,” said Participant 11G. “It was nice to have people
out their with their feelers out, figuring out what’s going on and being able to address
those problems and those issues … [to] build on the successes and change the things that
aren’t working.” Participant 11A said the transition team kept him from “stepping on land
mines” while making changes. All of the clergy in the 2011 team reported similar
experiences with their transition teams.
When I visited one of the churches in the 2011 group, the SPRC chairperson
asked if I would also interview the rest of her committee on their experience of transition.
The members of the committee offered positive feedback concerning the process and
especially the use of a transition team. They chose to expand the model and invited other
members of the congregation to serve as prayer partners for each person on the transition
team. A large portion of the congregation thus participated in the transition planning
process as the members of the team shared their experience of transition with their prayer
partners.
With a transition team providing feedback and advice, the pastors in the 2011
group could more readily identify opportunities for early wins, test plans for
implementation, and receive feedback on the results. The pastors in the 2010 group, by
contrast, tended to make changes without knowing all the information and without the
benefit of feedback in advance of implementation. As Participant 10C stated, “I didn’t
know what I didn’t know.” The pastors in the 2010 group tended to implement changes
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more cautiously than the 2011 group and focused their attention more on dealing with
immediate crises rather than creating systemic change. Participant 10E said, “I think … a
cohesive plan for meeting with leadership, rather than just going at it haphazardly, would
have saved me some time and sped up some of the processes.” Participant 10B described
the transition process as “putting your hand in the swirling water” because it was “more a
process of discovery than anything that was planned out.” The use of a transition plan and
team of laity to help manage the transition would certainly have helped these situations.
The differences in the identification of incidences of early wins between the 2010
(see Table 4.5, p. 94) and 2011 groups (see Table 4.7, p. 95) seem to confirm the impact
of a transition team on the planning process and the achievement of early wins. The 2011
group reported more early wins because they had a plan to look for them. Participant 11I,
for example, reported, “I had the support of the leadership of the church and the SPRC
because they understood what the plan was and they could visibly see that I was
executing the plan that we had put forth.” The investment and support of a transition team
enabled these pastors to engage early wins not only with all the pertinent information in
place but also with the full support of the laity.
The review of literature supports this finding and expresses the positive impact
that a transition team can make on the transition process and the achievement of early
wins. Gabarro’s taking charge model, for example, advocates for a three-stage process of
assessment, team building, and bringing about timely changes in the organization (8).
According to Gabarro, effective teams concentrate their work on a set of shared
expectations, which leads to the identification of problems and potential solutions (8).

Kaylor 115
The transition team, in the pastoral transition model executed by the 2011 group,
corresponds to Gabarro’s set of transition tasks.
Watkins urges new leaders to consult with opinion leaders in the organization.
The 2011 group used transition teams consisting of five to seven such opinion leaders or
people who may or may not hold formal office but who exert a great deal of influence on
the church. Bridges suggests that the team consist of seven to twelve members, but the
churches in the 2011 group had success with a smaller number. The size of the church,
however, may determine the appropriate size of the team. The church where Participants
11C and 11D serve managed to expand the scope of the transition team creatively by
adding prayer partners, which keeps the team itself smaller but involves more people in
its work.
Bridges asserts that the presence of a transition team demonstrates to the
organization that it wants to listen to people and provides an effective focus group in
which to review plans prior to their implementation, including plans for early wins (49).
Participant 11G related a story of how his transition team helped him achieve an early
win:
There were some people who were having trouble hearing the way we did
the joys and concerns. Several of the older people were voicing that they
were having trouble hearing what was going on. So I was able to sit down
with the transition team at that first meeting and say, this is what’s going
on and this is what I think might address that. And we could talk about
whether they thought that could work and have that together, and then I
did and everybody loved it ... There was, I think, part of it was having a
sounding board and part of it was just being able to have somebody there
who knew more about the situation than I did, and being able to use their
expertise as well and their experiences here to form my opinions and my
decisions.
The transition team provided the pastor with sound advice and support, resulting in an
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early win that certainly meets Kotter’s criteria for early wins as highly visible,
unambiguous, and related to the change effort the church and pastor had undertaken
together (122).
The 2011 group also reported that the presence of a transition team and a stated
transition plan helped to ease the anxiety of both the pastors and congregations in
transition. The home gatherings proved effective in this regard, not only because they
provided the intentional opportunity for building relationships early in the transition but
also because the new pastor arrived with a specific learning agenda for each gathering.
Participant 11I spoke about the home gatherings as a powerful moment in the transition
process:
Meeting with the small groups was the most satisfying thing that,
honestly, I think I’ve ever done in my ministry. To have that time to listen
to their hopes and dreams, and then having a moment to express where my
vision of church is and what church means to me was a transformative
moment, and you could see that when I expressed my vision of church.
You could see in their eyes the moment I became their pastor.
Participant 11A agreed that the home gatherings emerged as a valuable tool in easing
anxiety over the transition: “They seemed to really enjoy [the home gatherings], and they
seemed to enjoy having a structure to that—that it wasn’t just about tea and crumpets, but
that we were really about the work.” These comments reflected my own experience of
home gatherings in transition as extremely valuable social and data gathering
opportunities. Home gatherings tend to set people at ease because they have a forum in
which to share their stories and express their hopes and dreams.
Watkins addresses the need for new leaders to learn the symbols, norms, and
assumptions of the organizational culture, and the home gatherings provide a means of
beginning that process at the very outset of the transition (First 90 Days 53). The home
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gatherings may also act as a means of beginning to clarify expectations, as in the New
Leader Assimilation Model. Manderscheid advises the use of an outside facilitator in that
model, but in the case of home gatherings with a specific agenda of questions, the new
pastor can take on the role of facilitator and the questions allow for open dialogue (697).
Both the home gatherings and the transition team provide an intentional opportunity
for the new pastor to gather data, build relationships, and begin identifying opportunities
for early wins. They also give the congregation an opportunity to extend hospitality to the
new pastor and his or her family, which emerged as a positive hygiene factor in both
groups. Pohl asserts that hospitality creates an environment of acceptance and friendship
(13). The home gatherings described in the study seemed to match Pohl’s definition.
While the biblical framework of the study does not explicitly reference the use of a
transition team, the nature of mission as a shared enterprise seems to apply. Jesus sent the
seventy out on to the mission field in pairs for mutual support and accountability on the
way, and instructed the seventy to take up residence with those who received them (Luke
10:1, 7). The proclamation of peace and the hospitality of those in the community
provided a mutual opportunity for the exchange of greetings and ideas, as well as the
identification of needs (Luke 10:8-9). A transition team acts as the equivalent of the
house that openly receives the missioner sent by Jesus and provides a contact point
between the missioner and the entire community (Luke 10:6-7).
The unique challenge of itinerancy in the United Methodist Church requires pastors
and congregations to get to know one another more quickly than they would in a call
system where a series of interviews and references allow a congregation to vet several
potential candidates thoroughly. The biblical model of sending disciples on mission,
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however, seems to correspond more closely to the United Methodist model. Since pastors
in the United Methodist Church often show up on the doorstep of a new church without a
lot of introduction, a transition team can provide an emotional and administrative bridge
for the congregation that moves the new pastor from an outside stranger to a welcome
missionary and friend.
The study shows that the execution of an intentional transition plan, with a
transition team as the most important feature, constitutes a vital factor contributing to the
success of pastoral transitions. United Methodist annual conferences might consider the
systemic implementation of transition teams in the appointment process because they act
as a vital link between pastors and congregations in the transition process.
The current polity requires the Staff-Parish Relations Committee to be that link, but
those committees also must evaluate the pastor who reports to them on matters of
performance. The relationship between pastor and SPRC can thus feel like the
relationship between employer and employee. A transition team, by contrast, has no
supervisory or evaluative component—only an advisory responsibility. A transition team
can provide opportunity for experimentation, open dialogue, and feedback via a more
open and task-oriented process. Whereas SPRC committees must adhere to strict rules of
confidentiality in their deliberations, the transition team can share openly with the
congregation about the progress and experience of transition. Indeed, the transition team,
when used effectively, can take the pressure of responsibility for the success of the
transition off the SPRC and give it to a larger segment of the congregation. The transition
team exists only to guide the transition process and disbands when both the team and the
pastor agree that the transition has ended. The SPRC continues to maintain the formal
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and evaluative connection between the pastor and congregation over the long term. The
transition team engages in a specific role in the transition, most notably the identification
of early wins.
The results of the study support the vital role of the transition team in the process of
pastoral transitions. I believe that the systemic implementation of transition teams in the
Rocky Mountain Annual Conference and, indeed, the entire United Methodist Church,
will increase the missional effectiveness of pastors and congregations in transition.
Early Wins and the Breakeven Point
The study established the connection between the achievement of early wins and
the breakeven point in pastoral transitions. The participants in the study generally
identified the end of transition with the end of existing problems in the church.
Participants cited the end of financial problems, the resolution of unresolved conflict,
increased or stabilized worship attendance, and the implementation of effective change as
markers of the end of transition. Congregations generally seem to equate the resolution of
preexisting problems with the addition of value to the organization. New pastors who
solve problems thus seem to reach the breakeven point—the point at which they add as
much value to the organization as they receive from it—more quickly and definitively.
In my own transition, for example, I believe that the transition ended when the fall
stewardship campaign yielded more than $100,000 in new pledges. I preached a sermon
series on stewardship prior to the pledge campaign, which my predecessor had never
done. The church had engaged previously in an annual ritual of cutting the budget to meet
lower projected incomes. Lack of funds constituted a long-standing problem in the
church. Both the SPRC and the transition team cited the need for the pastor to focus on
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stewardship and supported my intentional approach to stewardship from the pulpit. The
results of the campaign represented the solution to a long-standing problem and indicated
that the congregation had responded to my leadership in this area. The members of the
transition team cited this turnaround as a major indicator that the transition had ended.
In the 2010 group, one SPRC chairperson, Participant 10H, indicated that the
resolution of a financial problem signified to him that the transition had ended. In this
case, however, the resolution involved receiving restitution from a former treasurer who
had embezzled a significant sum of money. The new pastor had little to do with the
resolution of the problem, and yet Participant 10H indicated that the resolution of the
financial situation, in simultaneous conjunction with the arrival of an effective new
pastor, constituted an early win for the congregation and signified the end of a long
period of turmoil. Problem solving, whether initiated by the pastor or the congregation,
represented the breakeven point for this participant. The pastor of the church, Participant
10G, indicated that the transition shifted for him when the people felt free to come to him
with their stories, complaints, and frustrations concerning this rocky period in the
church’s history. The resolution of the financial crisis created an opportunity for people
to move from crisis management to grief and, ultimately, toward a new future together.
The breakeven point for this church thus consisted of resolution of the past and release
toward the future.
The 2011 group indicated a similar set of criteria for the breakeven point.
Participant 11B cited the resolution of a financial crisis as the end of transition, while
Participant 11G described the resolution of a conflict in the church as the means by which
he established trust and credibility with the congregation. The presence of a transition
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team in both cases helped to evaluate and engage these early wins as solutions to longstanding problems, leading the congregation to believe that the new pastor had added
significant value to the organization. Participant 11I cited the creation of a strategic plan
as the end of his transition process, believing that the congregation shifted its focus from
past to future through the planning process: “For me, the transition kind of ended when
we got that plan of where we’re heading and we’re moving into a different time of no
longer planning the near future, but actually executing a plan.”
The data supports the literature review, particularly Watkins’ assertion that early
wins energize people, build personal credibility, and help the leader and organization
reach the breakeven point more quickly (First 90 Days 80). While many of the churches
in the study believed they had not yet reached the end of transition, they did express some
criteria that would signify the end, and their comments corresponded to early wins as the
achievement of solutions and the addition of value. Pastors and congregations define the
breakeven point by the presence of early wins that solve long-standing problems in the
church.
Bridges’ description of the new beginning phase of transition also supports the data.
Having come through the wilderness of transition, to use Bridges’ exodus theme, a new
beginning marks the point at which the new leader and organization have crossed the
river and entered the promised land of a new future together (73). The final outcome of
transition consists of what Bridges calls change management or the personal and
emotional process of establishing a new identity. The data reveals that churches whose
past problems reach resolution undergo a shift of focus and identity (66).
From a biblical perspective, effective missional engagement results in positive
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change and the creation of a new identity. As Jesus healed people, for example, he
changed their identity from outsiders to insiders. As Jesus ate with sinners, he redefined
their identity as people valued by God. When Jesus sent the seventy out into the mission
field, he commissioned them to add value and change the identity of people who had long
been participant to the long-standing problems of disease, evil, injustice, and death. Jesus
expected them to move people from a focus on the past to a vision of the present-future
kingdom, proclaiming, “The kingdom of God has come near to you” (Luke 10:9).
Effective clergy transitions focus on reaching the point at which the congregation begins
to see a new future, with the kingdom of God as its ultimate goal.
The breakeven point in pastoral transitions relates directly to the transition planning
process and the achievement of early wins. Transition planning, with a transition team,
leads to the identification and achievement of early wins, which, in turn, leads the new
pastor to add value to the congregation, resulting in reaching the breakeven point more
quickly. The quicker the pastor and congregation reach the breakeven point, the quicker
they can begin focusing on the future together.
The understanding of the breakeven point in pastoral transitions informs the
practice of ministry by establishing a goal for the transition process. Without a specific
goal, pastors and congregations may take longer to establish their relationship and, as a
result, delay the establishment of a common future together. Planning for early wins as a
means of achieving the breakeven point adds a sense of urgency to the transition process,
and helps congregations and pastors focus on the mission of the kingdom, rather than on
the problems of the past.
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Predecessor Issues as Negative Hygiene Factors
The most significant negative hygiene factor reported by the participants in the
study concerned issues with the new pastor’s immediate predecessor. The complaints
about predecessors tended to fall into two general areas: (1) The predecessor disengaged
from the church without organizing or presenting any records or information that would
enable the new pastor to get a picture of the church’s current situation, or (2) the
predecessor continued to interfere in the congregation in an inappropriate way after his or
her departure. I observed a great deal of negative energy around predecessor issues in the
interviews, particularly from the pastors. The RMC has established written policies for
outgoing pastors, which include a covenant of noninterference and a transition checklist
for outgoing pastors, but the data revealed that many clergy do not comply with these
policies, nor does the RMC seem to enforce them.
The problem of disengagement without preparing adequate information appeared to
be particularly problematic for new pastors entering churches. Participant 10C reported
that the lack of information from his predecessor led him to develop an inaccurate picture
of the church as he prepared for the new appointment. “Everything is beautiful at the
ballet,” Participant 10C said in the interview. “Either she was unaware or she didn’t want
to break my heart. Not a lot of information left. No transition packet.” Participant 11G
related a similar story, saying, “There wasn’t a whole lot of information coming in, so …
I was running around like a chicken with my head cut off … just trying to figure out what
was going on at this church. That was a little bit difficult.” Even the laity became
frustrated with the predecessor’s lack of engagement in the transition process. Participant
11B said that the SPRC had expectations of what the former pastor would do before he
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left, but “virtually none of it got done, even though we asked him to do that.”
A lack of information and engagement by the predecessor puts both the new pastor
and the congregation in a deficit situation where they must spend time simply figuring
out the current reality at the cost of turning their focus away from engaging early wins.
Active interference by the predecessor creates an emotional deficit that prevents the
congregation from fully engaging the new pastor as leader. Participant 10A related that
the pastor he replaced did not educate the congregation on the clergy covenant of noninterference: “[My predecessor] actually shared with them that it was okay for her to …
meet with them as her friend. I took the covenant in a much harder line—no
communication for a year at least, minimum.” The predecessor also continued to sell
products to church members through a home-based business, which Participant 10A
considered to be a violation of the ethics between pastor and congregation. Participant
10E reported a similar problem with his predecessor, who continues to interfere with his
ministry: “It’s undermined my relationship with some leaders in the congregation
because they continue to see [predecessor] as pastor, and that has been a real problem.”
The failure to negotiate clear boundaries and provide information for the successor
contributes to dissatisfaction in the transition process.
The literature reinforces the damage that failure of a predecessor to leave well can
have on the process of transition. Oswald argues that failure to leave well reflects a
death-denying culture that denies the grief of endings and seeks to move through the pain
of loss as soon as possible (Running Through Thistles 1). When a pastor leaves a church
and fails to put his or her affairs in order, the effect seems to mirror that of a person who
dies suddenly and leaves the family with no idea where to find the necessary information
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for the funeral, the location of the will, or any other helpful documents or instructions
that become necessary at the end of life. Indeed, Participant 10C’s description of his
predecessor as a ghost reinforces this assertion. When a departing pastor does not take
intentional steps toward closure and preparation for the end of his or her ministry with the
church, he or she never actually seems to leave.
The pastor who continues to interfere after departure, however, hampers the ability
of the new pastor and congregation to complete the transition process. Retirees in
particular seem to have the most trouble letting go and naming what has ended. In order
for a congregation to let go of its pastor, the departing pastor needs to define clearly the
parameters of his or her relationship with the congregation after his or her last day of
work. Bridges argues that the failure to deal openly and honestly with endings and losses
leads to more problems for organizations in transition than anything else (8). Pastors who
continue to meddle in the church long after their departure demonstrate their assumption
that they have never really left, which prevents a congregation from bonding with the
new pastor.
A healthy transition, by contrast, involves clear delineation and celebration of both
endings and beginnings. Participant 11C described how his predecessor worked diligently
to prepare for the transition. The predecessor spent time with the incoming pastor,
discussing the church’s history, opportunities, and challenges. On his last Sunday, the
predecessor led a service of farewell, which involved the placing of a stole on the altar.
The new pastor picked up this symbol of transition and wore it on his first Sunday. The
symbolic passing of the mantle acted as a significant marker in the transition and enabled
the predecessor to bless his successor. Such healthy exchanges, however, represent the
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exception and not the rule.
The image of passing the mantle emerges from the biblical story of Elijah and
Elisha in 1 Kings 19:19-21 and 2 Kings 2:1-5. Elijah anointed and trained his successor
Elisha and, when the time came, Elijah departed in a whirlwind and left behind his
mantle for Elisha. Elijah did not leave his successor cold, with no information or
instruction, but ensured that his successor would carry on the prophetic mission. The data
from the study indicates that the practice of passing the mantle and executing a formal
exchange of information may eliminate a significant driver of dissatisfaction in clergy
transitions.
The study demonstrates the need for pastors, congregations, and district
superintendents to pay as much attention to managing the departure of pastors as they do
to new appointments. The RMC has guidelines in place for departing pastors, but these
instruments would seem to require greater emphasis at transition time. Briefings and
workshops on departure planning can accompany training on transition planning. Retirees
may require special instruction on how to leave well from a beloved congregation and
how to negotiate their relationships with the former church—especially if they are staying
in the same community.
The results of the study also invite the creation of specific rituals to mark a pastoral
transition in the way that Participant 11C’s transition took place. I encourage both
incoming and outgoing pastors to have a hand-off meeting where information can pass
from one to the other both in written and verbal form. The old model of transition
discouraged outgoing and incoming pastors from talking to each other for fear of the
departing pastor distorting the new pastor’s perception of the church. The data reveals,
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however, that the real poison in the system results from a lack of engagement and
collegiality in the midst of an appointment system that, as the 2008 Book of Discipline of
the United Methodist Church states, binds clergy in a special covenant with one another
(240). The execution of an intentional transition plan, involving both the incoming and
outgoing pastors, supports the polity and mission of the whole church.
Implications of the Findings
The study resulted in a grounded theory of pastoral transitions that identifies the
achievement of early wins as the key driver of satisfaction in pastoral transitions. The
employment of a transition plan, using a transition team, enables an incoming pastor to
target opportunities for early wins with the help and support of the laity. Early wins solve
existing issues and problems in the congregation, and the pastor’s leadership in achieving
resolution of those issues and problems leads the pastor and congregation to the
breakeven point more quickly.
The grounded theory emerging from the data challenges the conventional wisdom
that new pastors should make no changes in the first six months, or first year, of a new
pastoral appointment. Rather, the early months of new pastoral appointments represent
the greatest opportunity for pastors and congregations to solve existing problems and gain
momentum toward the future. The study represents a paradigm shift in the literature
concerning pastoral transitions and confirms the effectiveness of transition models
represented in the literature by Watkins, Bridges, Gabarro, and Kotter.
The study also identified the importance of leaving well as a significant hygiene
factor in pastoral transitions. While the RMC tends to focus primarily on introducing
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pastors to congregations, the study reveals that managing the exit of outgoing pastors
requires significant attention from district superintendents and congregations.
The grounded theory generated by the study impacts not only the RMC but also
the entire United Methodist Church. The study fills a gap in the literature concerning
United Methodist pastoral transitions and offers an effective framework for annual
conferences to adopt as a means of increasing the missional effectiveness of
congregations and pastors in transition.
Limitations of the Study
The plan for the study involved interviews with twenty total persons but only
eighteen interviews took place. One SPRC chairperson or representative from each group
failed to respond to several requests for interviews. While the information from those two
missing interviews would have added to the data, I believe that the sample size for both
groups constituted a sufficient number of participants to establish patterns of responses.
The grounded theory generated by the study would seem to apply not only to
other churches and pastors in transition in the RMC but to United Methodist churches in
general. During the course of the study, I received e-mails from pastors in both the
Kansas West and Tennessee Annual Conferences requesting copies of the workshop
materials, which I had posted online on my New Pastor blog. Those requests confirm the
study’s generalizability across the denomination.
Unexpected Observations
The data from the 2011 group reflected my own experience of using a similar
transition plan, and their palpable enthusiasm in describing their experience of transition
energized my work. I expected them to respond positively to the interviews, but I
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remained consistently surprised at their evangelical desire to share their experiences with
other churches beginning a process of transition. As stated earlier, one of the churches
brought the entire SPRC to the interview to share their positive experiences with me.
While the clergy in the 2011 group certainly endorsed the transition planning process
they used, the laity generally expressed the most enthusiasm. Since SPRC members rotate
every three years, many churches have committees that consist of people with no
institutional memory of previous pastoral transitions. The training on pastoral transitions
the laity received provided them with tools to use and increased their confidence and
resolve.
The high incidence of predecessor issues revealed by both groups also surprised
me. Despite presence of the clergy covenant and the transition checklist, many pastors in
the RMC do not seem to know about these documents or, if they do, they choose to
ignore them. In an itinerant system, the covenant between pastors constitutes a major
factor in keeping the annual conference intact and enables churches to move forward in
mission. The study revealed the critical need for conference leaders to address the
problem of pastors breaking the connection by leaving poorly.
Recommendations
The study invites the Rocky Mountain Conference and other United Methodist
judicatories to consider a formal process of annual training for pastors and congregations
focused on transition planning and achieving effective early wins. The RMC might also
consider the implementation of transition teams as an essential addition to the transition
process. District superintendents can train laity in the creation and use of transition teams
and encourage the SPRC to recruit the church’s team in advance of the new pastor’s
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arrival. Standardizing the use of transition teams across the annual conference will enable
new pastors and congregations to identify potential early wins, solve existing problems
and issues, and reach the breakeven point more quickly. The pastor and congregation
may then begin to turn their focus toward a future in mission together.
The study also reveals a need for district superintendents, pastors, and
congregations to engage in an intentional process of managing the exits of pastors from
congregations. Since predecessor issues constituted a significant driver of dissatisfaction
in the transition process, I recommend that the RMC take steps to formalize the exit
process for departing pastors. When district superintendents announce a new
appointment, they can brief the outgoing pastor and SPRC on the necessary preparation
and use of documents concerning the clergy covenant and the checklist of information
that the outgoing pastor must gather for the incoming pastor. Indeed, district
superintendents might consider making the completion of these documents a requirement
that carries at least the same priority and accountability as church conference and yearend statistical reports. The establishment of a formal exit interview process with the
district superintendent might encourage outgoing pastors to give more attention to the
checklist and provide the district superintendent with greater insight into the existing
issues at the church.
The study also revealed an opportunity for follow-on projects for researchers. The
churches I studied each had relatively conventional transitions into established
congregations with somewhat common problems and challenges. I wondered how the
transition process would apply to churches in unique situations such as the appointment
of an interim pastor or a church where the annual conference removed the previous pastor
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because of sexual misconduct. Only one pastor in the study served a multi-point pastoral
charge, and a study of transition in rural churches may reveal additional dynamics. A
study of the emotional and transition implications of retirees leaving their last churches
would certainly add to the literature and enable churches and annual conferences to aid
pastors in the process of retirement. Finally, researchers may consider a study of the
effects of transition on clergy families in the United Methodist itinerant system.
Postscript
When I originally planned a topic for my dissertation, I focused on preaching the
resurrection of Jesus. Preaching and biblical theology remain my greatest passions in
ministry. Halfway through my Beeson experience, however, the call came announcing
that I was to move to a new pastoral appointment. While plenty of material exists on
preaching the resurrection, I discovered that fewer resources exist that deal with United
Methodist transitions and, in particular, transition planning. The experience of transition
that I outlined in Chapter 1 demonstrated the success of a well-executed plan. The best
part of that plan, however, emerged from the engagement with the laity of the church on a
different level than I had ever experienced in previous transitions. They engaged in the
transition plan with great enthusiasm, and their advocacy, advice, and counsel really
made things work.
Many clergy believe that their job consists of overcoming the recalcitrance of the
laity to do the work of the church. These pastors tend to spend the first days of new
appointments acting as soldiers parachuting into a hot landing zone, with the enemy just
waiting to pounce on them. As I have continued to grow as a pastoral leader, however, I
have learned that my primary job consists of acting just like those seventy that Jesus sent
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out. I am there to bring peace and healing to a community by sitting at the table with the
people and discovering how we, together, can accomplish the mission on which Jesus has
sent us all. This study reinforced the learning for me that churches perform their best
when the pastor and the laity work toward a common vision of the kingdom life. The
transition-planning process outlined in this study allows a pastor and congregation to start
well together and begin building that common vision from the very first day.
This study has made me into an advocate for the success of transitions in the
itinerant system. I continue to offer workshops in transition and hope to write a book
based on the learning from this study. I believe that the learning shared here provides a
new way of thinking about transitions, and I feel pleased to offer it.
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APPENDIX A
LETTER OF INFORMED CONSENT
Rev. Robert A. Kaylor
345 Talus Rd.
Monument, CO 80132
(719) 313-6305
pastorbk@tlumc.org
Title of Study: The New Pastor: Tasks, Hygiene Factors, and the Breakeven Point for
Clergy Transitions in the United Methodist Church
Researcher: Rev. Robert A. Kaylor
Institution: Asbury Theological Seminary
Introduction: This is a study of the tasks, attitudes, and outcomes of clergy transitions in
the United Methodist Church. The study consists of interviews with both clergy and
Staff-Parish Relations Committee chairpersons of the Rocky Mountain Annual
Conference who have undergone a pastoral transition in either 2010 or 2011.
Purpose: The purpose of the study was to identify and evaluate the critical transition
tasks for clergy leaders and Staff-Parish Relations Committees in the Rocky Mountain
Conference of the United Methodist Church, to identify the organizational hygiene
factors that are present in pastoral transitions, to evaluate the efficacy of transition
planning on hygiene factors, and to define the breakeven point for pastoral transitions.
Procedures: You will be asked a series of ten questions about your experience of clergy
transition. Your responses will be recorded via digital voice recorder, and transcribed by
the researcher. The interview will last no longer than one hour.
Possible risks and benefits to you: There is no physical risk to you in participating in
the study, and no direct benefit to you. Your participation in the interview and the
research project will, however, provide valuable data on clergy transition that may affect
other clergy and churches throughout the United Methodist Church.
Right of refusal to participate and right to ask questions: You have the right at any
time to refuse to participate in the interview, or refuse to answer certain interview
questions. If you have questions about the study, please contact the researcher at any time
using the information listed on the header of this informed letter of consent.
Confidentiality: Your identity will be kept anonymous and only non-identifying
information from the interviews will be used in the publication of the study. The
interview will be recorded using a digital voice recorder, and then transcribed to text. The
audio files will be stored in a password-protected external hard drive and placed in a
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locked file box stored in the locked file cabinet of the researcher’s home office. The
computer text file from the eventual text transcription of the interview will be also be
stored on a password-protected flash drive in a locked file box in the locked file cabinet
of the researcher’s home office. Any computer files relating to the interviews temporarily
stored on the researcher’s computer will be password-protected.
The undersigned gives consent to be interviewed for the study assuming the conditions
outlined above.
Printed Name of Interviewee: _____________________________________________
Signed (Interviewee)____________________________________________________
Date:_____________________________________________
Signed (Researcher)____________________________________________________
Date:____________________________________________
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APPENDIX B
PILOT AND REVISED INTERVIEW QUESTIONS
PILOT QUESTIONS
Section 1: Transition Tasks
1. (Clergy) How did you go about leaving your previous pastoral appointment?
(SPRC) How did you go about saying farewell to your previous pastor?
2. Describe the transition plan, if any, you made in preparation for this new pastoral
appointment.
3. What were the most important and/or helpful tasks you executed that supported the
transition?
4. What were the least important and/or helpful tasks you executed in the midst of
transition?
Section 2: Hygiene Factors
5. What were the key events, interactions, or processes that created in you a feeling of
satisfaction about the transition process?
6. What were the key events, interactions, or processes that created in you a feeling of
dissatisfaction about the transition process?
7. What were the positive outcomes of the transition, and what do you believe contributed
to these outcomes?
8. What were the negative outcomes of the transition, and what do you believe
contributed to these outcomes?
Section 3: Effects of Transition Planning on Hygiene Factors
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9. How did the creation of a transition plan contribute to feelings of satisfaction in you
during the transition?
10. If no transition plan was created, how did the lack of a transition plan contribute to
feelings of satisfaction or dissatisfaction during the transition?
Section 4: The Breakeven Point, or the End of Transition
11. When did you believe that the transition was “over”?
12. What were the factors, events, or attitudes that led you to believe that the transition
was over?
Section 5: General Questions (for the Pilot Interviews)
13. What additional questions do you think you should have been asked?
14. What questions were vague or unnecessary?
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REVISED QUESTIONS
Section 1: Transition Tasks
1. (Clergy) Describe the circumstance and process of leaving your last appointment.
(SPRC) Describe the circumstances and process of saying farewell to your previous
pastor.
2. Describe the transition plan, if any, you made in preparation for this new pastoral
appointment.
3. What were the most important and/or helpful tasks you executed that supported the
transition?
4. What were the least important and/or helpful tasks you executed in the midst of
transition?
Section 2: Hygiene Factors
5. What were the key events, interactions, or processes that created in you a feeling of
satisfaction about the transition process?
6. What were the key events, interactions, or processes that created in you a feeling of
dissatisfaction about the transition process?
Section 3: Effects of Transition Planning on Hygiene Factors
7. How did the creation of a transition plan contribute to feelings of satisfaction in you
during the transition?
8. If no transition plan was created, how did the lack of a transition plan contribute to
feelings of satisfaction or dissatisfaction during the transition?
Section 4: The Breakeven Point, or the End of Transition
9. When did you believe that the transition was “over”?
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10. What were the factors, events, or attitudes that led you to believe that the transition
was over?
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